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Introduction 
BARBARAB. MORAN 
THISISSUE OF LIBRARY EXAMINESTRENDS the topic of leadership, 
focusing specifically on leadership in the context of libraries. 
Contemporary society is often said to be suffering from a crisis in 
leadership. One of the responses to this crisis has been a resurgence 
of interest in, and an outpouring of literature about, the topic of 
leadership. Literally thousands of books, articles, and issues of 
journals have been devoted to the subject, and there has been an 
abundance of both research and analysis. Despite all of this attention, 
our knowledge about certain aspects of leadership is still characterized 
by ambiguity and inconsistency. James McGregor Burns wrote in 
1978: “Leadership is one of the most observed and least understood 
phenomena on earth” (p. 2). This statement is still true. The research 
of the last two decades has attempted to provide greater knowledge 
about all facts of leadership but still has left unanswered questions. 
Leadership is a difficult subject to study because it  defies easy 
analysis. Indeed, i t  is even a difficult topic to define. As Bennis and 
Nanus (1985)wrote: 
Decades of academic analysis have given us more than 350 definitions 
of leadership....[Tlhousands of empirical investigations of leaders have 
been conducted in the last seventy-five years alone, but no clear and 
unequivocal understanding exists as to what distinguishes leaders from 
non-leaders, and perhaps more important, what distinguishes effective 
leaders from ineffective leaders and effective organizations from 
ineffective organizations. (p. 4) 
Barbara B. Moran. The School of Information and Librarv Science. Universitv of 
North Carolina at Chapel Hill, CB #3360, 100 Manning Hal1,’Chapel Hill, NC 27599-
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Despite all of the difficulties involved in understanding 
leadership, i t  is important that we continue to try to increase our 
knowledge about this elusive subject. Leadership skills will be ever 
more necessary as we move into the uncharted waters of the twenty- 
first century. In the hope of providing a greater understanding of 
the topic, the authors of the various articles in this issue of Library 
Trends have examined a number of facets of those aspects of leadership 
most relevant to the profession of librarianship. 
Irving J. Spitzberg opens this issue with a broad examination 
of leadership, discussing the major questions relating to leadership 
and the perspectives brought to these questions by various academic 
disciplines. Many of the questions he poses about leadership will 
be addressed by other contributors to this issue. Spitzberg also points 
out the role that can be played by “leading” librarians in helping 
nonlibrarians pursue paths of inquiry into leadership. 
The next two articles focus specifically on leadership in the 
library profession. Brooke Sheldon provides an interesting look at 
the characteristics of library leaders compared to those of corporate 
leaders. Replicating research methodology previously employed in 
a major study of corporate leaders, Sheldon interviewed a large 
number of leaders in the library profession. Her findings provide 
a revealing look at the qualities exhibited by individuals who are 
today’s leaders in the field of librarianship. 
Alice Gertzog explores the topic of leadership in librarianship 
from a different perspective. She is interested in the types of 
individuals who are perceived to be leaders in the field because these 
perceptions provide a means of better understanding the social 
structure and value system which guides librarianship at the present 
time. Her findings provide some interesting insights into how the 
various subfields of librarianship view leadership. 
With Thomas Galvin’s article, the focus turns from individual 
leadership to collective leadership. His case study examines the role 
of the American Library Association in providing leadership in 
legislation and policy development at the federal level. The article 
chronicles the fate of two legislative initiatives associated with the 
1979 White House Conference on Library and Information Services 
and suggests ways that the library community could learn from the 
experiences of those two initiatives to more successfully pursue the 
implementation of the resolutions and recommendations that 
emerged from the 1991 White House Conference. 
There has been a great deal of interest displayed recently 
regarding the topic of entrepreneurial leadership. Frederick Kilgour, 
one of the most successful entrepreneurial librarians, examines the 
difference between entrepreneurs and managers and provides an 
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overview of the entrepreneurial activities of the eleven individuals 
he considers to represent the best of the entrepreneurial spirit in 
librarianship. In the closing section of his article, Kilgour stresses 
that libraries of the future will abound with opportunities for 
entrepreneurs as libraries adapt to meet the challenges of the twenty- 
first century. 
Another aspect of leadership which has commanded much 
attention in the past decade is that of gender differences in leadership 
styles. This topic is particularly relevant to librarianship since the 
gender distribution of leadership positions in the profession is still 
skewed. Although a great deal has been written about gender differences 
in leadership styles, very little of that research has focused upon 
librarians. In my article, I provide a synthesis of the research that 
has been done on the topic and argue for a broadening of our perceptions 
of the appropriate leadership styles for both males and females. 
One of the unresolved issues confronting organizations wishing 
to promote leadership is the best way to identify and encourage 
potential leaders. In the earliest days of the study of leadership, it 
was believed that leadership qualities were innate, and thus that 
leaders were born and not made. Today we know that leadership 
skills can be developed; the next four articles in this issue look at 
various ways this fostering of leadership can be accomplished. 
Mentoring seems to be a common element in the background 
of many individuals who have risen to leadership positions. Elfreda 
Chatman provides a look at the role of mentoring in the development 
of public library leaders. First, she presents an overview of the research 
that has been done on mentoring and then reports on a study she 
conducted with public library directors. Her findings suggest that 
mentors play a vital role in the professional development of the careers 
of public library directors. 
Over the past few decades, private corporations have relied heavily 
on assessment centers as a means of early identification of individuals 
with potential leadership skills. These assessment centers have been 
used less frequently in the public sector. Peter Hiatt’s article describes 
how assessment technology identifies and improves leadership and 
management skills, looking specifically at the use of these assessment 
techniques by the Career Development and Assessment Center for 
Librarians. Hiatt provides interesting data about the differences 
between those individuals who were part of the original assessment 
group at the Career Development Assessment Center for Libraries 
and a control group of those who were qualified but who did not 
go through the assessment procedures. He affirms the important role 
assessment technology could play in the development of the cadre 
of current and potential professional leaders. 
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Over the past few years, the Center for Creative Leadership in 
Greensboro, North Carolina, has gained a reputation for providing 
some of the most innovative leadership training in the United States. 
Ann Fitzmaurice provides some background information about 
training for leadership and then describes some of the specific 
leadership training programs being provided at the Center for Creative 
Leadership. Her article serves as a cogent reminder that organizations 
which wish to encourage the growth of leadership usually need to 
be committed to investing in training to nurture the kernel of 
leadership potential found in almost all employees. 
This issue closes with a challenging discussion of infoethics for 
leaders. Martha Smith argues that, as moral agents, leaders in the 
information professions need to use the tools of ethical analysis for 
shaping policy. She suggests methods of ethical analysis that can 
be used by leaders in approaching controversial and challenging issues 
in the information arena. In an era when many professions are accused 
of having lost their ethical underpinnings, Smith’s insights provide 
useful guidance to all leaders confronting poten tially troublesome 
decisions. 
As libraries face the increasingly complex issues and more 
demanding constituencies of the present age, leadership skills will 
be ever more valued. In a period of rapid change and uncertainty, 
leadership needs to be displayed at all levels of the organization. 
Executive leadership is important, but it is insufficient by itself. All 
of us need to learn more about leadership and how i t  can be encouraged 
and practiced in the libraries of today and tomorrow. 
REFERENCES 
Bennis, W. G., & Nanus, B. (1985). Leaders: The  strategies for taking charge. New 
York: Harper & Row. 
Burns, J .  M. (1978). Leadership. New York: Harper & Row. 
Leading Librarians: The Library and Paths 
of Inquiry into Leadership* 
IRVINGJ. SPITZBERG,JR.  
ABSTRACT 
LIBRARIANSLEAD, IN PART, BY GUIDING scholars and students to sources 
of knowledge about leadership. This article explores conceptions of 
leadership from the perspectives of practitioners and scholars as 
different sources of knowledge. It illuminates the contributions that 
different disciplines make to understanding leadership as a 
multidisciplinary endeavor by elucidating questions from the 
perspective of relevant disciplines. The author urges librarians to 
apply these questions to their roles and to become leading librarians. 
INTRODUCTION 
Questions about leadership for librarians occur in two ways. First, 
the library is an organization and/or polity unlike any other with 
people playing the role of leader and also playing the role of follower. 
Therefore, librarians need to think about leadership in their 
organizational setting. Second, librarians play a key role in leading 
others to the sources of knowledge for understanding leadership. 
In regard to the first context for questions, there is little to be 
said. Since this author is not a librarian and has not studied leadership 
in libraries, he cannot contribute any specific insights into the unique 
organizational context of a library. It can only be suggested that, 
since organizational context is so important, i t  is essential that the 
*Portions of this article were adapted with permission from the March/April 1987. 
Liberal Education, 73(2), published by the Association of American Colleges 
@ 1987 
Irving J. Spitzberg,Jr., The Knowledge Company, 9726 Admiralty Drive, Silver Spring, 
MD 20910 
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more general questions that arise about leadership be carefully 
situated in the organizational culture of librarians. 
It is the role of the librarian as a leader of those seeking greater 
understanding of leadership that this article will address. In 1987, 
while establishing and directing the Luce Leadership Project of the 
Association of American Colleges, this author published an article 
that examined the alternative frameworks that different disciplines 
brought to understanding leadership and developed an extensive list 
of questions from different disciplinary perspectives. In this revision 
of the earlier article, the intention is to repeat those questions. Before 
doing so, the leadership role of the librarian as a guide to the scholar, 
the student, and the leader as he or she seeks answers to these questions 
will be emphasized. 
The librarian is uniquely qualified to help the student or scholar 
efficiently seek the guidance of earlier thinkers as he or she addresses 
questions about leadership. How the librarian should go about using 
hidher technical skills to contribute to the inquiry is a complex 
question that poses every single issue of strategy and tactic in pursuing 
leadership. 
For example, the research librarian who is familiar with the 
philosophical sources of analysis of leadership will have to work 
out a leadership strategy to inspire the very positivistic psychologist 
to use the literatures from the humanities or arts, which is where 
the hard-nosed, mathematically inclined psychologist will place 
philosophy. Since the psychologist will think that he or she knows 
more than the librarian about the literature of leadership (and often 
might), the librarian will be placed in the position of leading in 
a manner that we sometimes call “from the back of the room” or 
through an approach that assumes no external source of power beyond 
the knowledge that he or she has to offer. In order for the librarian 
to use her/his special familiarity with the topology of knowledge 
in a way that serves those seeking understanding of leadership, he 
or she must understand some important matters concerning 
leadership. 
To understand fully this author’s perspective, it is necessary to 
know that he i s  skeptical about supposedly interdisciplinary 
inquiries. True interdisciplinarity is rare. Indeed, with the exception 
of some sciences such as biochemistry and biophysics, which evolved 
from interdisciplinary research into disciplines themselves, this 
author has yet to see an interdisciplinary inquiry. But there are many 
fields that require knowledge from many disciplines to be 
understood-education, cognitive science, and intercultural studes, 
for example. Leadership, like these multidisciplinary fields, requires 
fancy footwork in modes of inquiry and standards of evidence and 
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argument. To admit this limitation at the start is to encourage 
prudence and caution, not to dismiss or belittle the value of the 
enterprise. 
The first task in a class, a course, or a program, is to develop 
a tentative definition of leadership and criteria about what constitutes 
a leader. The various literatures are full of definitions that focus upon 
the ability to change group behavior, the exercise of power, the 
valuation of authority, and the existence of followers. There is little 
consideration of how we use the concept in different institutional 
and organizational settings. And there is almost no debate about the 
various definitions used. In fact, this discussion assumes that we will 
know leadership when we see it, and that leaders are simply known. 
In order to impart some rigor to considering the concept, the 
author would pose these variations on the question, “What is 
leadership?”: Do leaders require followers? Does the concept of leaders 
have different meanings in different institutional, national, or 
historical settings? Does the role of leader assess its own authority? 
Does this authority require consent? How do power and authority 
relate in the concept of leadership? How do leaders actually lead? 
How do we assume how well they lead? 
A number of traditional questions were not listed-is leadership 
a trait, for example-because this sort of question is less than 
interesting and probably unanswerable. While the particular question 
about environment versus character is now passe, the significance 
of understanding the environmental features that interact with 
personality and character in the recruitment and success of leaders 
should never be underestimated. 
Conceptual questions seldom arise from leaders who are leading, 
but answers to these questions will influence how we answer more 
practical questions, which are the stuff of the exercise of leadership 
and interest those engaged in self-conscious leadership development. 
QUESTIONS FROM PRACTICEARISING 
How are Leaders Recruited and Selected? 
When we look at governance systems, issues of election and 
selection play a significant role. These issues raise questions that can 
only be answered through use of an ethical framework and the careful 
collection of empirical data. Where do leaders come from demo- 
graphically? What is the connection between recruitment and selection 
(or election)? Are leaders selected or self-selected? What is the impact 
of institutions that are self-consciously committed to a culture of 
leadership (for example, the military academies and Ivy League 
schools) on the recruitment and selection of leaders throughout society? 
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H o w  Do Leaders Lead? 
These sorts of questions inform the approach of a number of 
scholars of leadership, particularly in the applied sciences. How does 
one learn to be a leader? Once one is anointed, what skills are necessary 
and what is the nature of the activity of leadership? 
Students in leadership courses are reading some of the thousands 
of biographies of leaders. While each biography describes how heroes 
go about the leadership business, there is a paucity of comparisons 
of different leaders with attention to similarities and differences of 
techniques of leadership. Students should be considering: Do leaders 
use incentives or sanctions or both? Do leaders at different times 
use different techniques? Does institutional setting affect leadership 
style and techniques? Are there techniques of leadership, such as 
time management, which account for its constructive exercise? How 
do leaders communicate? Are there important gender or ethnic 
differences in leadership style? What are they? Is the exercise of 
leadership an incremental (transactional) or discontinuous (trans- 
formational) process or both? How do standards of leadership vary 
according to context? 
What is the Relationshi@ Between Leader and Followers? 
To understand leaders is to understand followers. Whether one 
is a leader or a follower depends upon the situation and the 
institutional context. Lincoln was a political leader but a religious 
follower; he set ethical standards in the political system but was not 
a theological pacesetter. The leader/follower nexus can pose a series 
of interesting questions that can best be pursued by careful analysis 
of crises and decision making. What is the connection among 
individual characteristics, organizational features, and historical 
moment that casts the same individual in different roles in different 
settings at different moments? How does the communication system 
between leaders and followers work? What are the rights and duties 
of leaders in relation to followers and vice versa? 
H o w  Do W e  Evaluate Leadershi$ Quality? 
Much of the literature, while seeming to focus on the nature 
of leadership, in fact evaluates particular qualities of specific leaders. 
We need to develop detailed strategies for evaluating leadership 
according to standards that are set in the context of a particular 
organization and a society at a specific historical moment. Even with 
these qualifications, students of leadership can generate criteria and 
standards. This requires both analytical and political acumen. 
Understanding the quality of leadership requires an analytical 
framework; evaluating for purposes of improving or changing 
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leadership requires political agreement in regard to all of these 
questions. What is the culture of the particular organization and/ 
or society? How does the leader understand and respond to that 
culture? What substantive changes occurred while a particular leader 
stood watch? What values are appropriate to evaluate a particular 
leadership record? How might one evaluate a particular group of 
leaders who operate in similar settings and whose activity affects 
each other? What are the systems for holding leaders accountable? 
How might they vary? 
What Resignation Tells about Leadershi@? 
One of the most important occasions for the exercise of leadership 
is when a leader resigns on issues of principle. Although this 
phenomenon has become rarer-particularly in American society- 
when it  does occur i t  provides a unique opportunity for students 
to understand better the obligations and the constraints of leadership. 
The evidence one must examine to answer the queries puts in dramatic 
relief the impact of both character and environment on leadership. 
When is the resignation actually initiated by the person resigning 
and when is it a cover for evolution or revolution in the system? 
By what criteria does one justify a resignation? What is the standard 
for such action? How do politics and principle interact in events 
of resignation? When do resignations actually change politics and/ 
or transform systems? When a political candidate espouses an 
unpopular belief and then loses an election, is this a form of 
resignation? 
QUESTIONSFROM THE DISCIPLINES 
Another way to enter the discussion of leadership is to adapt 
the perspectives of particular disciplines. Since much of our 
understanding of leadership is informed by the work of scholars 
engaged in a variety of disciplines, sensitivity to the kinds of questions 
they ask will help students understand what they can learn from 
particular disciplines. As we approach leadership from various 
disciplinary perspectives, however, we must be especially sensitive 
to the difference of level of analysis: Does the discipline look mainly 
at the individual? Does it mainly examine the connection among 
individuals in groups? Does i t  explore primarily the behavior of 
groups? Is it preoccupied with the structure of the whole society? 
Social Psychologists 
The social psychologists are the modern scholars who have the 
longest tradition of serious concern about leadership. Their 
scholarship is of ten criticized by scholars from other fields because 
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of apparently trivial conclusions. But the questions they pose and 
the issues they raise are important to understanding both the 
individual as leader and the connection between the individual and 
the organizational culture. What strategies in various contexts do 
leaders use to get followers to follow? Which is more important in 
the exercise of leadership, persuasion or coercion? What is the 
connection between experiments using subjects and control groups, 
simulations, and the exercise of leadership in the real world? Are 
tests and inventories useful? Does the methodology and epistemology 
of social science change the patterns under study and create “noise” 
in interpretation? For example, if one asks subjects to report on their 
thoughts and motivations, do the subjects themselves change their 
leadership behavior? 
A major problem in the social psychological literature is the 
lack of longitudinal data. Most studies are of contemporary 
experiments or of an organization as it operates at the moment. There 
are few connections made between the rich human development 
literature and the study of the social psychology of leadership. 
The Psychohistorical Approach 
Psychohistorical approaches to understanding leaders have 
looked to formative, early childhood experiences and a range of 
individual relationships to explain individual behavior in social 
settings. This tradition, of recent vintage, has focused on the 
individual and asks questions that reflect the shortcomings of 
psychoanalysis as a clinical discipline but are still important to 
understanding individual leaders. The greatest problem posed by the 
questions asked by psychohistorians is finding evidence to answer 
them. Does psychoanalytic theory help us understand the behavior 
of individual leaders? Are there alternative theories of individual 
behavior which better explain the nexus between the individual and 
the social? Which personal experiences contribute to our un-
derstanding of how individuals play their leadership and followership 
roles? 
Management Studies 
Much writing about leadership is emerging from management 
studies. This multidiscipline uses applied social sciences to explicate 
the behavior of persons in decision-making roles. Its strength has 
been its focus upon cases and the collection of data to describe reality. 
What is the difference, if any, between leadership and management? 
Can the criterion of efficiency measure a leader? What is the strategic 
role of a leader? What are the limitations of corporate settings for 
understanding leadership? Is leadership entrepreneurship? 
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One criticism often leveled at both psychoanalysis and social 
psychology is that, after many years of concern about the study of 
leadership, neither discipline has shed much light on interesting 
questions. This criticism seems to be fair, but a possible corollary 
is not warranted: some critics then dismiss both disciplines. Each 
is quite necessary in connecting the individual with the social system 
in order to have a complete understanding of leadership. 
Po1itics 
The study of politics is the study of a special form of leadership. 
Whether in democracies or in dictatorships, the study of the 
distribution of power-the essence of political science-is the study 
of leader/follower interaction in the larger society. The potential 
questions are many and the methods eclectic. Answers to questions 
raised by political science can come from case studies, both historical 
and contemporary. The case method is not only descriptive; it can 
also be used to test theory. How does a society identify leaders? What 
is the relationship between the nature of the political system and 
those who lead it? What is the relationship between principle and 
opportunity in the accession to and the termination of leadership? 
How do we compare the exercise of leadership in the public sector 
with its exercise in the private sector? Is i t  possible to compare 
leadership across political cultures, transnationally, and between 
democracies and dictatorships? If so, how? 
Sociologists 
Sociologists lean toward explaining group behavior in relation 
to general theories of society rather than accounting for the nature 
of leadership of groups. The exceptions are the small group 
sociologists and those who look at the emergence and behavior of 
leaders in relation to followers in diverse social settings. The questions 
posed by sociologists are central to understanding the connection 
between selection and behavior on the one hand and larger social 
forces on the other. Who has access to positions of leadership? What 
is the relationship between larger socioeconomic forces and the 
distribution of opportunity for leadership? How does the culture 
within a social unit affect, and how is it affected by, the larger social 
structure? How do both affect styles and strategies of leadership? The 
evidence for answering these questions can come from both case 
studies and the analysis of large volumes of demographic and other 
statistical data. Although applied science may have its limits in its 
statistical methods in helping us understand leadership, it can be 
quite informative in elucidating the patterns of access and connection 
between and to leadership. 
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Historians 
Historians have been writing about leaders ever since Clio first 
commissioned the craft. But these same historians have only rarely 
speculated about the nature of leadership. Indeed, the uses of history 
in studying leadership are as unexplored as is the nature of leadership 
through history. What can we learn from biographies of leaders? 
What causes or correlates with the emergence of particular leaders 
at specific historical moments? What are the limits of historical record 
for understanding future leadership strategies? 
To disregard historical evidence in our search to understand 
leadership would be to dismiss the richest vein we could mine. The 
challenge is to test some theoretical explanations about the nature 
of leadership across historical periods and examples in a manner 
that explores the richness of the real world including women and 
minorities, the rich and the poor, the Occident and the Orient, and 
in a manner that acknowledges that leadership does not emerge and 
occur only in political settings. 
Philosophy 
Philosophy is the oldest discipline with an interest in leadership, 
yet in contemporary philosophy, leadership is only considered insofar 
as theories of political obligation play a role in contemporary political 
philosophy and jurisprudence. The recent renaissance of political 
philosophy provides a framework for discussing access to leadership 
and the ethics of leadership. The questions are ancient, although 
in their contemporary form they are rarely asked. Philosophy can 
offer two services to understanding leadership: The first is to clear 
away the underbrush, to use Locke’s phrase, in order to have some 
conceptual clarity in our discussion; the second is to connect the 
actions of leaders to general moral principles so that we can assess 
the ethical quality of leadership. Why should followers obey leaders? 
Who sets the standards by which leaders should be judged? What 
sorts of actions constitute leadership? What is the relationship between 
power and authority? Does leadership require the consent of the 
followers? 
It is essential that we also ask anthropologists and economists, 
literary critics and communications theorists, scholars of education 
and law, and many others to contribute explicitly to our understanding 
of leadership. Understanding leadership is a multidisciplinary task. 
We need all the help we can get. The problem of relating disciplines 
to advance our understanding of complex human realities is 
ubiquitous but rarely rigorously discussed. My sense is that methods 
of analysis grounded in particular realities will be most useful in 
understanding leadership, but the variety of case studies and 
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consideration of historical figures needs to be structured by careful 
generalizations that are tested by example and counterexample. 
CONNECTING FOR UNDERSTANDINGPARADIGMS 
We will not find a new paradigm of inquiry to inform our 
understanding of leadership; instead, we must learn to connect 
paradigms drawn from the disciplines. We can understand if we are 
more sensitive to the issues even if we do not create a new mode 
of inquiry and evaluation out of whole cloth. Women’s studies has 
certainly made a contribution as a field, but, in spite of the claims 
of a few of its advocates, its contribution has been one of greater 
sensitivity to half the world, not a new mode of inquiry based on 
a paradigm of the type that informs either physics or history. The 
challenge is to be well read enough to draw on disciplines that are 
not ow own and to be modest enough to understand the limitations 
of such poaching. We need more teams of poachers working together. 
Those who come from practice and from the observations of 
practice pose one type of question. Those who come from a specific 
discipline pose yet others. There are also relevant differences in the 
framing of questions between those who view their task as teaching 
and those who view their vocation as research-for those engaged 
in both, the questions differ according to the hat worn. Even those 
mainly engaged in teaching differ according to the teaching task they 
view for themselves. For example, the person engaged in teaching 
people how to be leaders tends to emphasize understanding of problem 
identification, approaches to solutions, and techniques of imple- 
mentation; those active in the enterprise of liberal education focus 
on the understanding of leadership as a general social phenomenon 
and learning about leadership as a way to develop the analytical 
skills that are central to a good education. 
In framing the questions herein, I have viewed myself as trying 
to understand leadership, not explicitly trying to develop leaders. 
Those who wish to develop leaders must understand much more than 
the current state of knowledge about leadership if they are to do 
more than engage in the documentation of trivia. Leadership 
development is an important personal and social goal. But it is a 
goal dependent upon better understanding the nature .of leadership. 
Both in teaching and in research we can advance that understanding 
only if we can frame questions whose answers can be tested by 
independent critique. 
This brief essay has been an attempt to frame the questions. 
The unique role of the librarian is helping the student, the scholar, 
and other librarians to frame the answers. Librarians lead by providing 
leads. The research librarian in particular can efficiently delimit 
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sources for answers to particular questions. Drawing paths through 
the valleys and the mountains of knowledge about leadership to the 
best source for answers is the leadership gift of librarians. 
Leading librarians will guide the rest of us as we pursue paths 
of inquiry toward understanding leadership. Librarians who question 
critically and reflect upon their own leadership are those most likely 
to contribute to our understanding and create more effective 
knowledge resources that can improve leadership in libraries and 
through libraries for the larger society. Those who have thought 
reflectively about leadership will be able to understand their 
experiences of leadership and followership and use that insight to 
serve their constituents. That reflection will help choose the best 
sources among the plethora of writings about leadership. This service 
through contemplative leadership is indeed the essence of leadership 
and a profound contribution to be made by leading librarians. 
Library Leaders: Attributes Compared to 
Corporate Leaders 
BROOKE . SHELDON 
ABSTRACT 
A STUDY INVOLVING SIXTY-ONE library leaders from academic, public, 
and school libraries, deans and national association executives is 
described. The interviews sought to compare characteristics of library 
leaders with those of corporate leaders as identified by Bennis and 
Nanus (1985). 
The four attributes identified in the corporate study were also 
characteristic of library leaders, but the librarians added the “societial 
value” of their work as a key motivating factor. 
INTRODUCTION 
Until recently, the concept of leadership has not been addressed 
or studied in any concerted way by the library and information 
profession. Our professional schools have taken very seriously the 
need to provide thorough grounding in the skills of managing 
libraries, but leadership has been viewed essentially as a set of 
unlearnable innate personality characteristics. Not only has the 
concept been largely ignored, it has been observed by one 
spokesperson in our field that “leadership, much as we admire it 
in the abstract, is something we suspect in the specific” (White, 1987, 
p. 68). Perhaps this attitude explains why relatively little research 
has been done on the nature of leadership in librarianship. 
Except for biographical studies which by no means should be 
discounted, research on leadership in our field did not begin until 
very recently, and it has largely centered around the following kinds 
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of questions: Who are the perceived leaders? To what degree is the 
meaning of the term leadershi@shared throughout our field? Do those 
who are perceived as leaders share similar patterns of background/ 
behavior career experiences? To what extent do publishing and 
participation in professional organizations relate to perceived 
leadership (Gertzog, 1986)? 
Other studies have been done on the behavior of library directors 
and its effect on the organizational effectiveness of the library (Euster, 
1987; Comes, 1979); leadership styles and rate of change in public 
libraries (Boyd, 1979); and discrepancies between the leaders’ self- 
perception, and perception of their behavior on the part of 
subordinates (Dragon, 1976; Rike, 1976; Sparks, 1976). A recent 
dissertation using citation analysis examines the nature of the 
publication records of Gertzog’s 115 leaders (Bandelin, 1991). In 
addition to the research studies cited, there was increased interest 
in the topic during the 1980s, mirroring “a perceived leadership crisis 
throughout the U.S.” (Euster, 1989). Several books explored the nature 
of leadership now and in the future in specific library settings 
(Woodsworth & Von Wahlde, 1988; Riggs, 1982; Riggs & Sabine, 1988). 
Margaret Chisholm, president of the American Library Association 
1987-88, chose, as the theme of the annual conference, “Developing 
Leadership in Human Resources for Library and Information 
Science” and the various divisions of ALA, particularly the Library 
Administration and Management Association, held programs and 
commissioned a variety of papers on the subject. 
Between 1987 and 1990, this author conducted a study whose 
objective was to replicate the research methodology of Warren Bennis 
and Bert Nanus (1985) in Leaders: The Strategies for Taking Charge. 
The study sought to determine whether Bennis and Nanus’s findings 
concerning the characteristics of corporate leaders are also applicable 
to library leaders. The premise was that a more precise understanding 
of the qualities and behavior of library leaders would mean that 
teachers and students of library managemendleadership would no 
longer have to rely on corporate leadership behavior as the model 
for leadership behavior in libraries. However, the general hypothesis 
was that differences, if any, between corporate and library leaders 
are insignificant. 
Bennis and Nanus had interviewed ninety leaders, sixty CEOs, 
all corporate presidents or chairmen of boards, and thirty leaders 
from the public sector. From these interviews, the authors developed 
four strategies or “kernels of truth” that seemed to characterize all 
ninety of the leaders. 
For the library study, sixty-one librarians were interviewed. Most 
met one or more of the following criteria: director of a major public 
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or academic library, nationally recognized school librarian, executive 
director of one of the major professional organizations (SLA, ALA, 
ARL, etc.), dean of a library school (selected by their peers), or state 
librarian. Several other persons who control major resources, or by 
reason of their position or professional activities have had a powerful 
impact on the profession were also interviewed. Like Bennis and 
Nanus who chose fram Fortune 500 companies, college presidencies, 
etc., the selection of these individuals was intended to be representative 
but by no means inclusive. Sixty other library “leaders” would have 
been equally appropriate. 
The interviews asked the same questions as Bennis and Nanus: 
(1)What are your strengths? Weaknesses? (2)Was there any particular 
experience or event in your life that influenced your management 
philosophy or style? (3) What were the major decision points in your 
career and how do you feel about your choice now? To those questions, 
two were added for the library leaders: (4)What, if any, has been 
the influence of mentors in your career? and ( 5 )  How do you feel 
about the future of the profession? 
There are, of course, serious limitations to this kind of research, 
the most obvious being that it is based on the assumption that the 
persons identified as “leaders” have the ability to accurately evaluate 
their strengths and weaknesses. Also, one is not measuring behavior 
as perceived by others. In fact, many studies using the model of a 
leader’s self-perception have been shown to be statistically unrelated 
to descriptions of the leaders by others. 
On the other hand, observation of the leader by others presents 
many difficulties as well. It is more than the possible bias of the 
observer and the inability to control variables. In any case, even 
situational approaches to studying leadership assume that, while the 
style of leadership likely to be effective will vary according to the 
situation, some leadership styles will be effective regardless of the 
situation. Fortified by the encouragement of Warren Bennis and Bert 
Nanus, them work proceeded, and the study was completed in the 
fall of 1990. 
The qualities that Bennis and Nanus identified were four “kernels 
of truth” or strategies, or human handling skills that all the leaders 
seemed to possess: 
1. attention through vision 
2. meaning through communication 
3. trust through positioning 
4. positive self regard 
Bennis and Nanus’s leaders identified many other qualities that aided 
in their success, but these four: (1) intensity (usually concerning the 
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mission of the organization) that induces others to join in; 
(2) outstanding communication (and listening) skills; (3) ability to 
be consistent and thus develop trust; and (4)self-confidence were 
the four distinguishing traits that emerged over and over again. 
Bennis and Nanus’s book Leaders, the report of their study which 
became an immediate best-seller, contains much overlap. For example, 
the quality of possessing vision overlaps with “meaning through 
communication” and so on. That is, it is essential to have a vision 
but meaningless if one is unable to communicate it to others. In 
categorizing the responses from library leaders, there was infinite 
overlap and redundancy as well, bur endless sifting through the 
transcripts produced not only several similar central themes, but also 
a number of unexpected differences between the corporate leaders 
and the library leaders. 
In exploring the strengths of the interviewees, findings were very 
similar to those of Bennis and Nanus (1985) who said that every 
single person they interviewed had an agenda, and that “leaders are 
the most results-oriented individuals in the world” (p.29). The library 
leaders interviewed possess this quality to an enormous degree. Along 
with clear goals, they have personal drive, magnetism, and persistence 
which captures attention, draws people in, and enables them to reach 
their goals. 
One of the more clear-cut instances of this ability is the story 
of the emergence of the national library symbol. Elizabeth Stone, 
when she was president of the American Library Association 
(although she was not the first person to suggest the idea), set her 
mind and heart on the adoption of a symbol. When she first broached 
the idea in 1981 during her inaugural address in San Francisco, i t  
is safe to say that most of those assembled saw little hope of i t  being 
accomplished. By 1985, however, i t  had not only gained the approval 
of the ALA Council and the Federal Highway Commission, but could 
and can be seen on many highways in many states, and in hundreds 
of communities from Alaska to Florida. The blue and white sign 
has become in the United States, in Canada, and elsewhere almost 
as familiar as McDonald’s golden arches. As one of Elizabeth Stone’s 
associates said: “She has the tenacious spirit to not only articulate 
a goal, but to bring people together, write the letters, make the phone 
calls, and [like a child absorbed in a sand castle] simply persist until 
the job gets done.” Literally hundreds of ALA members and other 
librarians worked to make the library symbol a reality, but what 
made it happen was the absolute conviction of Elizabeth Stone that 
i t  should and could be done. 
The second quality identified by Bennis and Nanus is the ability 
to communicate “a shared interpretation of organizational events 
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so that members know how they are expected to behave ...[it] generates 
a commitment to the primary organizational values and 
philosophy...serves as a control mechanism, sanctioning or 
proscribing particular kinds of behavior” (p. 112). 
Library leaders seem to understand that intensity of expression: 
“Client-centered service is my passion” says Liz Stroup, director of 
the Seattle Public Library. It is a powerful way to shape or reshape 
the social architecture. The more disagreement there is among staff, 
the lower the level of consensus about the meaning of “client-centered 
service,” the lower the degree of commitment. Yet they also understand 
that there can be a wide variation in how this value is operationalized. 
The idea is to allow the staff to reshape the social architecture in 
the sense that how the new rules and regulations should be reshaped 
is not prescribed. 
It was clear from the interviews that the library leaders 
communicate in many different styles, but they understand that the 
basic formula for success belongs to the person who: (1) places 
emphasis on values simply stated and develops one or two under- 
standable themes-themes that then become the dominant message 
of the organization; (2) has a talent for listening; and (3)understands 
that the value of power is in sharing it. 
Sometimes the message has as much or more to do with the 
process of giving service as the actual product. Pat Woodrum, director 
of the Tulsa Public Library, in discussing her staff, said, “we’re a 
group that support each other in what we do ...[we] kind of have 
a philosophy that we are going to be very positive in everything 
we do ...it’s contagious. If you go to work in the morning and people 
start smiling at you, you are forced to change your attitude.” 
Kanter (1989) has coined the term “segmentalism” for a style 
that divides the organization into tiny territories and then tells all 
to stay within these confines (p. 204). The library leaders tend to 
be extremely accessible to their staffs; they spend time visiting in 
different departments. It is not a chore for them to spend time listening 
to individual staff members because they are intensely interested in 
everything that is going on. 
Russell Shank, now assistant vice-chancellor, UCLA, likes to 
physically move around the library asking many questions: “not 
trying to learn everything about what a person is doing, or what 
a department is doing, or what a department is, but questions like 
‘why is that over there? Well, explain that to me’ or ‘What are you 
doing?’ or ‘Do you find that this is kind of stultifying sitting all 
day at this machine?’ You get engaged in conversation with people, 
and before long there’s a mosaic of little pieces and parts that get 
put together in your mind ...not asking the global questions, but the 
bits and pieces to put together a picture of the place.” 
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Most of the leaders agreed that the ability to listen and interact 
well is of far more importance than one’s ability to make speeches, 
yet several said that they would wish to be more articulate, to think 
faster on their feet, and so on. Richard DeGennaro, now director, 
Harvard College Libraries, spoke of avoiding situations where he 
would need to speak to large groups early in his career, and he 
regrets that now. He says, “I’m probably better at communicating 
in writing” and: 
That’s my technique for developing my vision for the organization. It’s 
during the process of trying to write out a five-year plan, or to write 
an article on a subject ...it’s that process that causes me to know after 
I’ve written it, what it is that I believe. Sometimes I start to write one 
thing and I end up coming out on the opposite side, but in the technique 
of verbally influencing people and communicating that vision, I do better 
in small groups and one-on-one conversations and in small group 
meetings. 
While DeGennaro’s superb writing skills more than compensate 
for possible podium inadequacies, there is no doubt that strong public 
speaking skills are generally viewed as a decided asset by library 
leaders. Several of them mentioned this quality while enumerating 
their strengths: “I’m great at giving a speech, out in the public” 
(Linda Crismond, ALA executive director). “I don’t know where I 
got this attribute, but I think very well on my feet ...and so I tend 
to be at my best at things like budget hearings and presenting 
proposals where people are asking questions” (F. William Summers, 
dean of the School of Library and Information Studies, Florida State 
University). 
One of the most articulate of library leaders, Eric Moon, formerly 
president of Scarecrow Press, confided: “I’m terribly nervous about 
speaking always ...and I don’t like doing it, but you have to overcome 
that fear.” Moon then reminisced about his associations with the 
Library Association, when he was speaking frequently throughout 
England: 
I couldn’t get over this nervousness, and they had a speaker there who 
was one of the senior ministers in the government who was the most 
fluid, articulate speaker I had ever heard in my life, hardly used a note, 
so cool. And I went up to him afterwards and said, “God, that was 
incredible. Would you tell me how you can do that sort of stuff without 
being nervous?” And he said, “My boy, if ever you get up  there and 
you are not nervous, you won’t be worth a damn.” So that encouraged 
me a bit. 
Eric Moon then talked about chairing a meeting in New York 
when John Lindsay was the speaker: 
I was sitting next to him when he was at the lectern, and his hands 
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you learn through experience is how to hide it completely so that people 
won’t know ...and I think I’ve learned to do that. 
Two of the best “off the cuff” speakers (both for content and 
articulation) in the profession are Arthur Curley (director, Boston 
Public Library) and Grace Slocum (retired director of the Cecil County 
Maryland Public Library). Both Curley and Slocum have wonderfully 
resonant voices and both were members of the ALA Board. When 
they approached the microphone in an ALA Council meeting, they 
easily commanded the full attention of a sometimes distracted council. 
Overall, although many wish they were more articulate, our library 
leaders are accomplished speakers and (at least outwardly) comfortable 
at the podium. 
The third quality identified by Bennis and Nanus (1985) relates 
to trust, which Bennis says is earned by being consistent and 
predictable. “We trust people who are predictable, whose positions 
are known and who keep at it; leaders who are trusted make themselves 
known, make their positions clear” (p. 44). Library leaders maintain 
consistency between word and deed. They say what they want to 
accomplish and they do what they say. Thus, they are trusted. 
Charles Robinson, director of the Baltimore County Library, talks 
about it in the context of organizational stability. Noting that he 
has been director since 1963 and there has been very little turnover 
in top administration (except for his assistant, Jean Barrie Moltz, 
who came in 1964), he said: 
So there’s a lot of continuity here, and there’s a lot to be said for the 
staff being able to count on you. You do what they expect really in 
a way, and so I figure that my successor, whoever she is, is going to 
have a tough time; and then her successor will be fine, once they get 
rid of the Robinson/Moltz aura around here. 
Longevity in one position is one kind of consistency, and it is 
legitimate, but i t  seems more likely that, while Robinson is considered 
a risk taker, his staff can usually predict his reaction or behavior 
in a variety of circumstances. That is, they know roughly what he 
will probably accept, reject, and/or consider further. They also know 
he will make decisions that are consistent with his belief that the 
public library must never become an elitist institution. This does 
not mean that he does not frequently surprise or even shock people. 
Robinson is iconoclastic and can be very blunt, a quality that is 
of ten little appreciated, but few would argue against the premise 
that he is not only one of the most creative minds in the profession, 
but also has had a tremendous influence on the development of public 
library service. 
Interestingly enough, Robinson does not see himself as creative, 
and practically the first thing he said [when asked] in the interview 
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was: “My greatest strength is hiring the right people to work with 
and letting them do the job, and another strength is stealing other 
@eopleS ideas...p eople often have a good idea and then don’t carry 
i t  out...I never had a new idea in my life.” He then goes on to say: 
“Much of what I have become infamous for is ideas that have come 
from folks like Eliot Shelkrot (now Librarian, Free Library of 
Philadelphia) and Tom Walker (now retired from the Maryland State 
Library), who dreamed up  centralized selection.” 
Robinson is consistent in that you can be assured that on most 
issues he will take a position that is in direct contrast to the accepted 
theory. He says: “I just get impatient with the conventional wisdom. 
I figure that if it’s convention, it’s probably wrong.” One would think 
that this philosophy would drive staff crazy, but, in reality, Robinson’s 
somewhat unconventional style seems to work well because he is 
consistently unconventional, predictably unconventional, and those 
who work with him adjust to that style, and therefore i t  works. 
If asked, a half-dozen people will probably say that qualities 
they like i n  a boss are attributes like “listening skills,” 
“thoughtfulness,” “responsiveness,” but in fact they often adjust to 
a person who describes himself as Charles Robinson does: “I’m 
somewhat impatient, and I’m not particularly thoughtful, kind, or 
considerate in my treatment of people; I terrorize a lot of people.” 
As one staff member said: “All that’s true, but he really has a heart 
of gold.” 
Beverly Lynch, now dean of the School of Library and 
Information Science at UCLA, places a very high value on the ability 
to speak u p  and say what is on one’s mind, ignoring political 
expediency. In a public forum, Lynch brings the bad news as well 
as the good, unearths the problems before presenting the solutions, 
and this approach has captured the respect of the library profession. 
Lynch worries about change, but her overriding characteristic is that 
she says what she will do and does what she says. She has views 
without which one cannot be consistent, and if the leader has a strong 
point of view, she will be anticipatory rather than reactive. 
Lynch touched on a topic that Bennis sees as essential to 
effectively “positioning” an organization. Establishing trust for 
oneself is a very short step from establishing confidence in the 
organization. Bennis says we do i t  by “creating a niche in a complex 
changing environment.” Very seldom is  this accomplished by 
assuming a reactive stance; rather, it takes an aggressive proactive 
look at the needs of clients/potential clients, developing new and 
better services to meet those needs. 
If this is true for the corporate environment, it is doubly 
important for libraries whose staff must ask themselves: What business 
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are we in? What values are more important than others? Bennis argues 
for proactive organizations, and library leaders agree, but they are 
also very aware of the importance of knowing when to assume a 
slightly reactive stance in order to keep options open in the light 
of changing circumstances. 
The final quality described by Bennis and Nanus is positive self 
regard or self-confidence. Library leaders all have this quality. They 
exude success and, when asked, were not hesitant to discuss their 
strengths. For most, the first strength mentioned had to do with 
human skills, most often the ability to work well with others to 
mobilize people for accomplishment of goals. 
As Robert Hayes, professor and former dean at UCLA Library 
School, put it: “One of my strengths is I have respect for the people 
I deal with-the faculty and the students ...a second strength is that 
I am very open and honest with persons in the administration and 
faculty and the outside world ...the results of that is an administration 
that believes what I tell them. They have no reason to doubt it.” 
For many of the leaders, their greatest strength is that they are, 
in the best sense of the word, predictable. E.J. Josey, now professor 
at the University of Pittsburgh, is one. Josey has consistently and 
fearlessly championed the cause of human rights, both in his local 
community and in the American Library Association. 
Peggy Sullivan, now director of libraries, Northern Illinois 
University, describes herself as a “populist ...the ability to find out 
what the people want, to listen, and to make decisions.” Eric Moon 
said: 
I suppose if I had to name one [strength] it would be lack of fear. I 
have a tendency, perhaps too much of a tendency, to say what I believe, 
whatever the consequences, to do whatever I believe, whatever the 
consequences. And that has brought me a lot of friends over the years, 
and it’s also brought me a lot of enemies, but I don’t believe you can 
get change, real change, accomplished unless you are prepared to do 
that. 
Herbert White, professor and former dean at Indiana, lists his 
number one strength as energy. “I do not postpone and I have the 
courage and willingness to tackle the problems.” 
The leaders are not boastful, but their quiet innate sense of self-
worth comes through immediately. It does not however manifest itself 
in an egotistical way. Rather, the leaders are almost modest; it is 
as if in their answers they are trying to clarify what works for them 
as much for themselves as for the interviewer. 
The library leaders interviewed did exhibit the qualities of 
corporate leaders as described by Bennis and Nanus (1985), but there 
were also differences. The corporate leaders can and do find that 
their work is meaningful, satisfying, and even important for mankind, 
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but the bottom line in the corporate world is outcome, and outcome 
translates into profits. The library leaders have a deep and intense 
belief that what they are doing is not only satisfying but deeply 
significant. “The thing I love about librarianship is its infinite 
possibilities,” says Millicent (Penny) Abel, university librarian at Yale. 
“A noble profession,” says Pat O’Brian, librarian at Dallas. Gary 
Strong, state librarian of California, says, “I really get irritated with 
those who do not have the passion of the profession ...we are managing 
an institution that’s very, very special. It’s not a widget shop.” 
The library leaders are visionary but they recognize that i t  is 
not necessary to be a highly original thinker to be considered a 
visionary. The skill is to be able to take an idea, give it  substance, 
life, credibility, focus attention on it, gather support for it, and then 
persist until it is accomplished. 
Along with this, the leaders understand that i t  doesn’t take 
extraordinary ability and talent to be extraordinarily successful. Just 
being slightly superior will make a vast difference. They recognize 
that the margin of difference in being slightly superior is most often 
realized through hard work and long hours rather than creativity 
and talent. 
Our leaders very often have to go out on a limb, take risks, 
commit themselves to an idea/goal that may seem impossible to 
others. Making the decision to go forward, being the pacesetter, can 
sometimes be lonely. In such times, leaders have to be secure, self- 
confident with the inner resources to trust themselves. This is where 
the nature of the work, its intrinsic worth, its service orientation, 
provides a tremendous boost to library leaders. Corporate in terviewees 
simply did not express a similar “passion for the profession.” 
It is significant that all but two of the sixty leaders had mentors 
and/or role models to help shape their careers. Very often this process 
began in library school. Kathleen Heim, now graduate dean at 
Louisiana State University, said, “my good fortune at Chicago was 
to fall under the influence of Lester Asheim, who made the difference 
for me: he was rigorous and he made me write ...that activity of writing 
a thesis under Asheim was critical. It made the difference between 
my just going out and working and having a thoughtful career.” 
One common thread is apparent in talking with leaders: their 
mentor or role model emerged very early in their careers. Frequently 
they were identified as having leadership potential if not in library 
school, then on their first job. The implication here is that every 
job, even the very first job, is important. 
The library leaders interviewed are very much in tune with 
current management trends; they have been among the first to shift 
away from a somewhat mechanical model of planning and efficiency 
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focused primarily on assessing needs, selling goals, etc. The new 
approaches do not throw out the systematic approach but they place 
much more emphasis on creativity, risk taking, innovation, and even 
intuition. The library leaders were found to be the opposite of cool, 
aloof, and analytical; rather, they are passionate, intense, caring, and 
kind. 
What are the implications of these findings for professional 
schools of library and information science? How can they create 
curricula and environments that foster these elusive leadership 
qualities? What are the implications for continuing education for 
the information profession? These questions should be of major and 
immediate concern to library and information science educators since, 
currently, schools rely heavily on technical skills and theoretical 
concepts, sidestepping the behavioral attributes that are crucial to 
the development of leaders. 
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Leadership in Librarianship 
ALICEGERTZOG 
ABSTRACT 
Two SURVEYS WERE ADMINISTERED to library professionals holding 
titular headships in order to develop a list of perceived library leaders. 
This list was used to learn the locus (subfield) of leadership and 
the degree of fieldwide integration as evidenced by the extent of shared 
perceptions by respondents. Results revealed that leaders tend to be 
associated most strongly with a category labeled “other” whose 
members may serve as professionals’ professionals; that is, high status 
field members and directing professional associations. Some fieldwide 
integration is indicated by agreement on the nomination of two 
people by a significant portion of respondents from six subfields. 
Nominators in three subfields frequently concurred in their leader 
choices creating a de facto community of shared perceptions, and, 
by implication, shared values which, in turn, may influence the 
profession’s agenda and priorities. 
INTRODUCTION 
Those who lament the “absence” of leadership in librarianship 
today inaccurately portray the field. Leadership is an integral part 
of any social system and is, therefore, always present. The absence, 
however, of a shared perception by members of a group about who 
its leaders are may indicate the absence of shared aims and goals 
for that group-in other words, the absence of a common agenda. 
Leaders draw strength from their ability to articulate common group 
goals and purposes. A group that does not share these goals and 
purposes is hard pressed to share its perceptions of who is providmg 
leadership. 
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LIBRARY TRENDS, Vol. 40, No. 3, Winter 1992, pp. 402-30 
@ 1992 The Board of Trustees, University of Illinois 
GERTZOG/LEADERSHIP IN LIBRARIANSHIP 403 
Identifying leaders is an important undertaking. By identifying 
those who are perceived as providing leadership, by learning who 
designates them as leaders, and by assessing the extent of their support, 
we gain understanding about the social structure in which these 
leaders operate and about the value system which guides the field 
at any moment in time. 
Two important factors that constitute any social system are the 
nature of its social structure and the nature of its leadership (Rogers 
& Kincaid, 1981). Little consideration has been given to the 
relationship between the two, although i t  seems clear that they are 
intimately related. In this study, the structure of leadership in the 
library field is developed and then used to explore some aspects of 
its social structure. 
Two surveys, described later, were administered to generate data 
that would shed light on the following research questions: 
1. Where in the library field do questionnaire respondents perceive 
leadership to be located? Location, in this context, refers to the 
library subfield in which perceived leaders are currently working. 
The first question is designed to address the following collateral 
questions: 
Do institutional identifications of leaders indicate that 
leadership is perceived as residing in one or two subfields of 
librarianship or is leadership dispersed throughout the library 
community? 
To what extent is there a relationship between the subfield 
identification of nominators and those of nominees? 
Is there a group of leaders who can be termed field-wide, one 
which is broad-based, and whose members share recognition from 
people occupying a number of different subfields of the profession? 
The implications for agenda-setting of a profession whose 
leadership can be described as widely dispersed among its subfields 
would be different than for a profession whose leadership is 
monolithic or less widely shared. If agendas affect, and are affected 
by, leadership, then subfields with which leaders are associated 
may be revelatory of the field’s current agenda. 
The second research issue concerns what Abbott (1988) terms 
“connectivity” and poses the following question: 
2. 	To what extent can the library field be considered integrated? 
Degrees of integration, for these purposes, are operationalized to 
mean the extent to which perceptions of leadership are shared, 
with subfields of the profession generally serving as units of 
analysis. 
This research question examines survey responses regarding the 
relationships among subfields of the profession. The following 
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related questions were also given attention: 
To what extent is there shared perception between and among 
occupants of subfields about who is providing leadership? 
Members of which subfields exhibit the greatest coincidence of 
nomination? Once a roster of field-wide leaders is developed, are 
those associated with some subfields more likely than are members 
of other subfields to nominate people whose names appear on 
that roster? 
Broad intersubfield agreement on leader names might describe 
a well-integrated field. On the other hand, agreement between 
members of a group of, say, th+e subfields about those defined 
as field-wide leaders might signal the presence of a subset of the 
community which shares some 1 values and priorities and other 
subsets which do not. Further, lack of connectivity may indicate 
a community in process of differtntiating. 
DEFINITION,ROLES,ELEMENTS,CONSTRAINTS: 
SOCIALSTRUCTURE 
Social structure refers to the patterns generally discernible in 
social life (Blau, 1975) that are considered relatively enduring or 
permanent (Homans, 1975). Social structure describes not only the 
differentiated social positions, roles, or statuses, both formal and 
informal, in a group (Blau, 1975) but also the structural configurations 
of social relationships among them (Homans, 1975; Merton, 1975). 
Other elements of a social structure include structures of 
socialization (education), economics, politics, kinship, com-
munication, and organization (Barber, 1975). Reference groups, those 
groups Merton (1949) considered central to an individual’s life, are 
integral parts of the social structure as well. Although some 
sociologists reserve ideology, science, religion, values, philosophy, 
language, and art to the province of “culture,” here culture (ideas) 
and structure (role and behavior) are treated as one. They seem 
inextricably bound in a basic premise of the sociology of knowledge 
that the content of ideas is influenced by social structure and that 
there is an important relationship between the internal structure of 
a particular cultural institution and the cultural products developed 
and accepted within i t  (Crane, 1972). 
The rise of interest in social systems theory, in the sociology 
of knowledge, in the sociology of science, and in organizational 
development has led to revived interest in social structures of both 
scholarly disciplines and formal organizations (see, for example, 
Mullins, 1973; Crane, 1972). 
Applied science, in contrast with basic science, is concerned with 
problems whose solutions are perceived as having practical 
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applications (Crane, 1972), although professional/applied fields are 
not dichotomous with scholarly ones. They may be seen more 
profitably as falling along a continuum. Despite the substantial 
literature built around the sociology of professions, semi-professions, 
and occupations, few works describe the social structure of an entire 
applied field. Methodologically, the task of studying such a field 
seems less straightforward than it is for a formal organization or 
a scholarly discipline. 
Analysis, for instance, of institutional hierarchies, a common 
practice in discovering the structure of formal organizations, is not 
as helpful when describing the structure of a profession. Citation 
analysis has been used successfully to analyze social and leadership 
structures of scholarly disciplines, but its application to an applied 
field has some limitations. In an academic field, study of who holds 
the major elective position in the national association may also be 
useful in understanding the discipline’s social structure. The 
presidency is of ten considered “reward” for scholarship. Although 
this may also be true in some applied fields, Merton found that 
association headship has sometimes represented “compromise” 
between prevailing factions, a noncontroversial choice, or even, at 
times, the absence of an alternative choice. 
What is known about the social structure of the library world 
that can be applied to this study? Unfortunately, research into field- 
wide structure and/or roles is sparse. Most studies tend to look at 
formal organizations within the profession-i.e., specific libraries or 
specific professional organizations, rather than at the profession as 
a whole. Concern with gender issues-representation, career patterns, 
and remuneration-has been responsible for much of the field-wide 
research that has occurred during the past few years. 
Nevertheless, some common wisdom, along with inferences 
drawn from the few empirical studies, can be employed to begin 
to describe the social structure of the field. For instance, librarianship 
is generally seen as containing four institutional subfields-academic, 
special, public, and school-all of which operate within the aegis 
of a parent organization. Some critics argue that this classification 
scheme is too general and fails to distinguish the real differences 
within the subfields. Junior or community college libraries, they 
contend, bear little resemblance to large university research libraries. 
The same difficulties emerge in considering rural public libraries 
and large metropolitan ones in the same category. Special libraries 
often differ not only in size but also in subject matter. 
The library field may also be thought of as organized into 
functional groups-technical services or public services, for 
instance-with such manifest roles as cataloger or reference librarian. 
406 LIBRARY TRENDWWINTER 1992 
But many of the same difficulties emerge in connection with a 
functional classification as appear when an institutional approach 
is employed. Catalogers perform different tasks in research libraries 
than they do in community colleges; a category labeled manager 
would include the director of the Boston Public Library as well as 
the head of the library at the First District School in Meadville, 
Pennsylvania. 
For purposes of this study, however, the traditional subfield 
divisions provide a useful, even if limited, method for describing 
the field since the distinctions among types of audience, environments, 
and measures of success are relatively sharper. 
It is generally held that a hierarchy, a “caste” system according 
to Pauline Wilson (1983), exists that results in academic and special 
librarians being thought to hold higher status than public and school 
librarians. Abbott (1988), too, considers academic and special 
librarians to be of higher status and to be at the ccre of the library 
world. Empirical studies of monetary reward structures have tended 
to validate these claims. 
DEFINITION, CONSTRAINTS:ROLE,ELEMENTS, 
LEADERSHIP 
Leadership is a universal human phenomenon (Bass, 1990). All 
social structures have leaders (Havelock, 1975). Leadership refers to 
how people in groups organize themselves (Kellerman, 1984) and 
interact (Bass, 1990). Leaders are agents of change-i.e., persons whose 
acts affect other people more than other people’s acts affect them 
(Stogdill, 1981). Leaders are involved in helping to crystallize what 
followers need, which of those needs should be addressed, and what 
methods should be used to adduce solutions (Burns, 1978). Leaders, 
therefore, may be said to articulate and shape the agenda. 
Definitionally, the term Eeadership may be even more ambiguous 
than that of its parent, social structure. Cecil Gibb (1968), writing 
in the Encyclopedia of the Social Sciences, makes this explicit with 
his contention that “the concept of leadership, like that of general 
intelligence, has largely lost its value for the social sciences ...so diverse 
are [these] ways [of leading] that any one concept attempting to 
encompass them all, as leadership does, loses the specificity and 
precision necessary to scientific thinking” (Gibb, 1968, p. 91). 
As far back as 1935, Pigors (in Gibb, 1968) distinguished between 
“headship” and “leadership.” The prime difference he identified 
between the two is a function of the source of power to influence. 
In formal organizations with appointed heads, the authority has its 
source outside the group. Subordinates accept the head’s influence 
on “pain of punishment derived from the larger organization.” In 
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a voluntary group or association, the source of the authority is the 
group itself. The leader’s authority is willingly accorded by fellow 
group members, the followers. Followership rests on the promise 
of positive satisfactions to be gained from shared goals. This is not 
to say that headship and leadership are mutually exclusive, only to 
maintain that they are not mutually coincident, as much of the current 
leadership and management literature about leadership seems to 
suggest. In this article, nonformally vested perceptual leadership will 
be termed emergent to differentiate it from headship and titular 
leadership. 
Definitions of leadership emerging from different conceptual 
categories will produce, in any given field, different leader name lists. 
For instance, if we see leadership as the contribution of a specific 
idea or technology, the names that emerge are likely to be the Edisons, 
Bells, and Fords. On the other hand, if we talk about action and/ 
or persuasion, the names may be Roosevelts, Wilsons, and Hearsts. 
Even within groups where operational definitions of the term 
leadership have been agreed upon, the question of who is providing 
leadership may be observer dependent and a product of selective 
perception, cognitive dissonance, and other psychological factors. On 
the other hand, who a society names as its leaders gives a strong 
indication of that society’s values at that moment in time. A society 
which selects actors and sports heroes as its leaders reflects values 
or priorities different from a community which elevates philosophers 
and poets to leadership positions. 
One common basis for designating a person a leader is expertise. 
Perceived expertise influences how people think and behave. They 
defer to expert opinions even to the point of contradicting their own 
judgments or values (Milgrim, 1974). 
Patrick Wilson (1983) uses the concept of cognitive authority 
to describe how humans depend on second-hand knowledge to guide 
them in their understanding of the world. “Experience teaches,” he 
says, “but not much. Most of us go through life occupying a narrow 
range of social locations. If all we could know of the world was 
what we could find out on the basis of first-hand experience, we 
would know little” (p. 9). So we use other’s knowledge, the knowledge 
of authorities. 
How do people determine cognitive authorities? Present 
reputation is the strongest practical test, particularly reputation 
among those we believe to have cognitive authority in the appropriate 
sphere. 
“Opinion leadership,” long considered a key to the diffusion 
of innovation, is a product of perceived expertise (cognitive authority) 
and reputational leadership. According to Rogers’s (1983) opinion, 
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leaders are more exposed to external communication. They are more 
“cosmopolite.” They have higher social status, and they are more 
innovative. 
The distinction between cosmopolitan influentials and local 
influentials has been explored by Merton (1975a) in his study of 
communities. He labeled “cosmopolitans” as those whose orientation 
is to the wider world rather than to an immediate or proximate 
reference group. The terms local and cosmopolitan are used in this 
research to describe spheres in which perceived leaders are seen to 
exert their influence. “Cosmopolitans” are those who have been 
identified as leaders by several subfields of the profession, field-wide 
leaders. “Locals” are those whose influence seems to be more narrowly 
exerted and extends to only one or two subfields. The designations 
include no judgment about the quality of leadership but only about 
their domains. 
The study of leadership in the social sciences has led to a major 
debate in both sociology and political science which centers on the 
character of the leadership structure within communities. Its 
participants argue about whether there is a power elite-that is, a 
monopolistic and monolithic group which has a generalized ability 
to influence most affairs-or whether community power is situational 
to the decision at hand and is therefore factional, coalitional, and, 
to some degree, amorphous. The debate is both theoretical and 
empirical, and how one stands on it  determines to a large extent 
the investigative methods one employs. Those who subscribe to the 
“elite” position generally use a reputational method to identify power 
holders. On the other hand, those who adhere to the pluralistic 
position are more prone to study specific cases and analyze collective 
decisions retrospectively (see for instance, Dahl, 1961, and Hunter, 
1953, as representative of the two postures). 
One version of the reputational approach to the study of 
leadership was used by Kadushin (1974) in his investigation of 
American intellectual elites. As in science and the professions, he 
said that only colleagues can evaluate the qualifications of their peers. 
Thus, the operational definition of an elite intellectual becomes for 
Kadushin “a person whom other elite intellectuals believe to be an 
elite intellectual” (p. 7). Kadushin found that an intellectual was 
defined as “one who is expert in dealing with high-quality general 
ideas on questions of values and esthetics and who communicates 
his judgments on these matters to a fairly general audience” 
(Kadushin, 1974, p. 7). Similarly, in this study, leaders in the library 
field are those who other library leaders believe to be leaders. 
Are those who are perceived as leaders really leaders? For purposes 
of this investigation, perceived leaders are, in fact, leaders. Because 
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they have been identified as leaders, they fit, definitionally, into 
someone’s understanding of a leader and therefore function as one. 
Perception, in this case, creates reality. 
The degree to which there is shared meaning among members 
of a group is a product of how similar their individual patterns of 
interaction have become. Smircich and Morgan (1982) contend that 
if a group situation embodies strongly held competing definitions 
of reality, no clear pattern of leadership evolves. 
There is little research about “emergent” leadership as it relates 
to the library community as a whole, although there has been a 
spurt of interest and activity about leadership in recent years. Those 
research efforts which treat the concept travel two distinct paths: 
one group of studies defines leadership as management of 
administration, always within the context of headship of a specific 
organization. The other views leadership from a historical and or 
biographical perspective, and in terms of the provision of one or 
many specific contributions to the profession, in personal 
characteristics, or in qualitative analysis of how some titular leaders 
view leadership. Neither path seems to point toward leadership as 
an element of social structure of the library field, although they 
incorporate the notion of change and of leadership requirements (see, 
for instance Euster, 1987; Woodsworth & Von Wahle, 1988; Riggs, 
1988; Sheldon, 1991). 
THEMETHODOLOGY STUDYFOR THI  
A serial nomination process was used to generate a list of perceived 
library leaders and to determine reasons for their selection. Two 
questionnaire instruments were distributed, one based on the other, 
with the results of the first used to construct the second. 
Both surveys requested respondents to name up to fifteen people 
they perceived to be providing leadership to the American library 
field today. The first survey questionnaire was open ended with blank 
spaces for nominations. Respondents were required to recall the names 
of those who they believed were leaders. The second questionnaire 
included a list of the 101 names mentioned most frequently in response 
to the first survey. Respondents could choose from among them or 
supply additional names. Questionnaires were color coded to indicate 
the subfield of the profession with which respondents were associated. 
One of two survey questionnaires was randomly distributed to 
a 1,208 member survey group. The survey universe used traditional 
library institutional subfields and included: 
1. 	 directors of large public libraries-those with budgets of over $1 
million; 
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2. 	heads of special libraries with at least six professional librarians 
on staff; 
3. 	directors of academic libraries which contain more than a half- 
million books; 
4. full-time library educators with the rank of associate or full 
professor; 
5. 	a stratified, nonrandom sample of school librarians. 
The process of selecting school/media librarians for the survey 
proved to be a formidable task. The intention had been to draw 
up a list of school/media librarians who were responsible for the 
largest number of libraries within districts. It was assumed that 
a threshold figure separating them from other libraries in the 
category would become manifest. However, none appeared after 
a time-consuming search. 
The absence of a group of school librarians similar in character 
to those in other subfields constituted a major stumbling block 
to the research. Should school librarians be eliminated from the 
study or should a list be constructed which, though flawed, would 
nevertheless represent some portion of that subfield? 
The latter course was chosen. The list for school librarians is 
not a universe. It is a sample and not a random scientifically 
constructed one whose limitations should be considered as the 
findings are presented (the specific methods used to draw the 
sample of school librarians appear in Gertzog, 1988). 
6. 	A category labeled “other.” After compiling the survey universe 
by subfields, a group of important library institutions remained 
for whom no category seemed appropriate. They included, among 
others, state libraries, publishers, associations, journals, and two 
libraries-The New York Public Library and the Library of 
Congress-which seemed to defy categorization in any single 
subfield. Governance, scope, and funding distinguish them from 
other institutions. They are the two largest libraries in the United 
States. Both are comprehensive in their approach to collection 
development. The New York Public Library straddles both the 
public and research fields in its funding, scope, and audience. The 
Library of Congress, while governmentally funded, is a special 
library for members of Congress as well as a research institution. 
In order to avoid both the Procrustean task of trying to fit them 
into a well-defined subfield and the controversies which might 
ensue from such placement, they have been labeled as “other.” 
Yet another important question about the “other” category 
related to its treatment as a subfield. This study explores the behavior 
of members of subfields acting in the aggregate rather than as 
individuals. For instance, the subfields represented by nominators 
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and nominees are cross tabulated in order to examine relationships 
among them. Members of the “other” category are not tied together 
by commonality in clientele, governance, or funding source to the 
degree that members of the other five subfields seem to be. 
Yet it can be argued that “others” reside structurally in the same 
place within the library profession-that is, roughly between the 
fields of practice and the world of research (Havelock, 1975).Further, 
most members of this category function as boundary spanners 
inasmuch as the institutions with which they are associated are not 
concerned with a single subfield of the profession, but with several, 
if not all. Finally, most members placed in the “other” category do 
not mediate with the library client world but rather work in purely 
professional environments. For these reasons, “other” is considered 
to have some legitimacy as a subfield and is therefore accorded 
treatment similar to that given to the remaining subfields. 
A large survey group was used in order to elicit as many names 
as possible and to allow for analysis by subfields. The large number 
of potential respondents, coupled with a need to protect anonymity, 
suggested the use of a mail survey. The decisions to limit the survey 
to American library leaders and to place it in the present time period 
were made in order to produce less ambiguous, more uniform data. 
In addition, the data thus generated would represent a benchmark 
and could serve as a basis for comparison with future similar studies. 
The decision to use two types of instruments was made to take 
advantage of factors that seem to accompany each and that would 
enhance the usability of the findings. The first questionnaire, which 
asked that respondents supply names, represented an attempt to 
generate as spontaneous a list of names as possible and to negate 
the bandwagon or “Matthew Effect” in which rewards accrue on 
the basis of name recognition rather than current contribution. The 
second survey was designed to provide a structure, that is, a set of 
names from which to choose, in order to try to replace the limitations 
and difficulties of the recall process with the ease of one which 
involved recognition. This second approach might help to minimize 
the noise generated by momentary impressions and political 
considerations. 
The most important criterion for inclusion in the universe of 
librarians destined to receive the survey was “bigness.” Size, measured 
in dollars, volumes, staff, rank, or number of libraries for which 
a unit accepts responsibility, seems to be the basis on which financial 
benefits and prestige are conferred within the profession. Using size 
seemed to permit uniformity and ease of decision. 
Other reasons for seeking the views of this group rather than 
those of a random sample of the entire profession were based on 
the following assumptions: 
412 LIBRARY TRENDWWINTER 1992 
1. Librarians in higher positions 	are more apt to be involved in 
“boundary-spanning” activities and to be “cosmopolitans.” 
2. 	They bear heavy financial, personnel, policy, and programmatic 
responsibilities and are the persons most directly and immediately 
affected by leadership in the field. Members of this group are likely 
to be among the most knowledgeable about patterns of professional 
influence in the field. 
3. 	Most librarians, like workers in other professions, devote only a 
fraction of energy to matters of diagnosis, planning, innovation, 
deliberate change, and growth. Day-to-day considerations demand 
that the major proportion of available effort be spent in carrying 
out routine goal-directed operations and maintaining existing 
relationships within the system (Miles in Havelock, 1969). The 
likelihood, then, of most library personnel being familiar with 
field-wide professional leaders, even reputationally, is small. 
4. The library world is probably 	 marked by a center-periphery 
structure which resembles those identified for other fields where 
most members are “outsiders” or, at best, marginally connected. 
Those in charge of the “biggest” institutions are most likely to 
be at the “center” of the field rather than on its periphery. 
5 .  	T h e  exchange of ideas most frequently occurs between 
“tranceivers” who are “homophilous,” that is, similar or linked 
in certain social characteristics (Rogers & Kincaid, 1981). 
6. 	This group of titular leaders probably includes colleagues and 
peers of those who will be nominated as leaders and, as such, 
is the group which Kadushin (1974) asserts is best able to evaluate 
their qualifications. 
METHODOLOGICALLIMITS 
The nomination process has some drawbacks. A large population 
is needed to isolate a small number of opinion leaders. Anybody 
can appear on the list. Ray Bradbury, for instance, was nominated 
by a California librarian; important colleagues can be overlooked; 
and local variations produced, for example, by geographic isolation, 
may influence the choices. 
Drawbacks to constructing the list from a population should 
be mentioned as well. The library field is diverse. Six subfields cannot 
adequately describe all its parts. The relative homogeneity of the 
survey group caused by adherence to the criterion of “bigness” and 
that of titular headship may have been responsible for some of the 
results. It is conceivable that members of this group are more likely 
to be involved in the field’s professional associations-in particular, 
the American Library Association-and, therefore, perceive 
leadership as emerging from that sector of the population. In addition, 
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this group on average is older than the profession’s membership as 
a whole and therefore more likely to nominate older individuals than 
might be named by a cross-section of the field. And finally, this group 
may associate leadership with established structural and cultural 
considerations and positions and find leaders among their ranks, 
thereby screening out potentially restructuring ideas and leaders. 
DETERMINING FOR ANALYSISGROUPS 
Frequency of mention governs much of the study’s analysis. 
Leaders are identified as such because they receive the most 
nominations or are selected the greatest number of times. Responses 
about perceived leaders were analyzed to produce leader lists formed 
by aggregate frequency of mention and frequency of mention across 
subfields. Frequency of mention is the basis, too, for the composition 
of several subcategories of leaders used in the study. 
Some analyses include all nominees and all nominators. Others 
utilize the group of 101leaders who received four or more nominations 
on the first survey and whose names appear on the second survey 
instrument. The cut-off point at four or more nominations is arbitrary. 
It does represent, however, more than two-thirds (70 percent) of the 
nominations and does not include those mentioned infrequently or 
only once. A cut-off point of five nominations would have produced 
a list with twenty-two fewer names, and one which required three 
or more nominations would have included thirty-three additional 
people. 
Another set of analyses utilizes the groups of sixteen most 
frequently named leaders produced by each survey. A group size of 
sixteen was dictated by the sharp difference in the number of 
nominations separating the sixteenth and seventeenth names on the 
first survey list. A similar, although less precipitous, hiatus appeared 
between the sixteenth and seventeenth nominations in the second 
survey. 
A final group of leaders emerging from the study, and perhaps 
the most crucial one, includes those persons who have been designated 
as “field-wide” leaders-i.e., the “cosmopolitans.” These are the 
leaders whose nominations are used to assess the degree of integration 
exhibited by the field. 
Establishing this group required decision rules about the pool 
from which field-wide leaders would be selected, and the necessary 
level of field-wide support. Two related considerations are involved 
in the determination of field-wide support. One is the percentage 
of a subfield naming a nominee, and the other is the number of 
subfields achieving that percentage. The second consideration was 
more easily resolved. To claim field-wide leadership, nominated 
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leaders must be recognized as such by members of at least half of 
the subfield. The first consideration, the level of support within a 
subfield, was decided arbitrarily and for pragmatic reasons. 
Using as a source the sixteen most frequently named leaders 
in each survey, two sets of rules for determining field-wide leadership 
were adopted. Indviduals are termed field-wide leaders for the first 
survey i f  they have been so named by 10 percent of the respondents 
from three subfields. They are classed as field-wide in the second 
survey if they have received 20 percent of the selections of three 
subfields. Higher numbers of responses and a more limited choice 
of leaders accounted for a greater percentage of agreement on leader 
names in the second survey. Consequently, the threshold has been 
set at a higher point--20 percent rather than 10 percent. These 10 
and 20 percent thresholds, combined with the three subfield 
requirements, produce a group large enough to investigate patterns 
of behavior. 
RESPONSES 
For the first survey, questionnaires asking for nominations were 
mailed to 574 library field members. Responses totaled 37 percent 
(n= 211). In order to achieve a return rate of at least 50 percent, 
a follow-up letter was sent to all those who had not responded after 
five weeks. A somewhat lower response rate for special and school 
librarians prompted a special individualized plea to those two groups. 
In all, 56 percent of the 574 recipients of the first survey responded, 
an additional 19 percent having completed questionnaires as a result 
of the follow-up mailing. Data produced by the first survey were 
used to create the perceived leader list needed to conduct the second 
survey. 
Survey questionnaires containing the names of 101 members of 
the library field who had received at least four nominations in the 
first survey were mailed to 657 respondents. The questionnaires (58 
percent) provided a yield large enough to make a follow-up 
unnecessary. Table 1 presents the rate of return by library subfield 
for the first and second surveys. 
While special librarians and “others” were least likely to submit 
responses for the first survey, school librarians returned the smallest 
percentages of questionnaires in the second. Conversely, academic 
librarians were the most frequent respondents on the first round with 
a 69 percent rate of return, and public librarians responded at the 
greatest rate (66 percent) for the second. Approximately three-fifths 
of the survey members of the other three subfields-school, public, 
and library school-responded with 63 percent, 58 percent, and 57 
percent respectively. 
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TABLE1. 
RATEOF QUESTIONNAIRE BY LIBRARYRETURN FIELD 
Subfield 
Aca-
Responses LibEd Public demic Special School Other Total 
First survey 
Percentage 57% 
Number (84) 
Second survey 
Percentage 59% 66% 60% 52% 41% 60% 59% 
Number (110) (127) (52) (42) (26) (28) (385) 
First Second 
Mean 59% 56% 
Median 59.5 57.5 
SD 8.4 11 
Methodologically, the rates of return indicate that the response 
to a checklist (second survey) compared with the response to an open- 
ended questionnaire (first survey) is both substan tially higher and 
contains less variability among the subfields. This finding reinforces 
current behavioral research which suggests that a task requiring 
participants to recall names presents more obstacles to a high response 
than one which demands a recognition of names. 
FINDINGS 
The data generated by the two surveys were analyzed for two 
important manifestations of nominating behavior. First, they were 
examined to learn which subfields produced the most leader nominees. 
Second, they were studied to ascertain the extent towhich nominations 
arose only or primarily from the nominees’ own subfields or whether 
support for them also was apparent in other sectors of the profession. 
Any survey as large as this one produces vast amounts of data 
that must be winnowed and distilled. Tables were generated to report 
the following information: (1) aggregate nominations and nominees 
by subfields; (2) percentages, by subfields, of nominations and 
nominees with controls for representation in the survey universe; 
(3) subfield distribution of leader names by all names submitted, 101 
who received four or more nominations and the 16 most frequently 
chosen names; and (4)“field-wide” leader distribution. Unfortunately, 
the differences between findings in the first and second survey 
necessitate that both be reported, sometimes serially, making the 
narrative cumbersome. 
Those who responded to the first survey most of ten chose leaders 
whose subfield coincided with their own. In addition, nominees in 
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each subfield, with the exception of “other,” drew the greatest 
proportion of their support from colleagues in their own subfields. 
This should come as no surprise. Public librarians would naturally 
gravitate toward other public librarians with whom they share an 
agenda, values, and/or culture. Selecting a leader from one’s own 
subfield is, to some extent, like selecting a political candidate because 
of his or her party identification. It enables us to substantially cut 
information costs (Wildavsky, 1991).With that said, in which additional 
subfields did nominators identify leaders? Names emerge most often 
from the ranks of library educators, “others,” and academic librarians. 
When controls to adjust for unequal representation in the survey 
universe are applied, “others” were 361 percent more likely to produce 
leaders than their numbers would suggest. Table 2 describes the 
relationship between nominations and nominees for the first survey. 
From the pool of 559 names submitted by survey respondents, 
101 received four or more nominations. These are the names appearing 
on the second survey instrument. Further refinement produced a list 
of sixteen most frequently mentioned leaders. Table 3 describes the 
distribution among subfields of the entire list, the 101 mentioned four 
or more times, and the sixteen most frequently named. 
Selection behavior changed when respondents were more restricted 
in their choices. The second survey presented a list of 101 names from 
which respondents were to select those providing leadership. Data 
from the second survey indicate that, while nominees for the most 
part still receive their greatest support from nominators within their 
own subfield, only two subfields-library educators and “others”- 
vote most heavily in their own subfields. The remaining respondents 
most often cast ballots in the “other” category with the exception 
of school librarians who split their votes mainly between “others” 
and library educators. 
TABLE2. 
DIFFERENCES OF NOMINEES BYIN REPRESENTATI N AND NOMINATIONS 
LIBRARYSUBFIELDS 
First Survey 
Library Subfields 
Aca-
Group LibEd Public demic Special School Other Total 
~ 
Nominees 665 300 275 42 56 627 1965 
(34%) (15%) (14%) (2%) (3%) (32%) (100%) 
Nominations 701 589 263 153 123 136 1965 
(36%) (30%) (13%) (8%) (6%) (7%) (100%) 
Percentage dif-
ference between 
nominations and 
nominees -5 -49 +5 -73 -54 $361 
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TABLE3. 
DISTRIBUTIONOF PERCEIVEDLEADER AMONGSUBFIELDS,NAMES FIRST SURVEY 
Subfield of Nominee 
Aca-
Nominees LibEd Public demic Special School Other Total 
Aggregate 
Percentage 32 15 17 5 7 23 99* 
Number (181) (86) (93) (30) (41) (128) (559) 
101 Leaders 
Percentage 30 21 15 1 2 32 10lr 
Number (30) (21) (15) (1) (2) (32) (101) 
16 Most frequently chosen 
Percentage 25 13 19 _ _  -- 44 101* 
Number (4) (2) (3) _ _  -_  (7) (16) 
(*Not equal to 100%due to rounding) 
TABLE4. 
DIFFERENCES OF NOMINEES BYIN REPRESENTATI N AND NOMINATIONS 
LIBRARY SECONDSUBFIELD , SURVEY 
Library Subfields 
Group LibEd Public Academic Special School Other 
Nominees 
Percentage 32 14 12 0 1 41 
Number (1458) (656) (567) (2) (26) (1890) 
Nominations 
Percentage 31 32 15 10 5 8 
Number (1424) (1482) (684) (443) (209) (352) 
Percentage 
difference 
between 
nomina-
tions and 
nominees +2 -56 -17 -100 -88 +437 
An application of controls, similar to that reported earlier, to 
adjust for unequal representation in the survey pool now reveals 
that “others” are 437 percent more likely to produce leaders than 
their numbers in the survey universe would suggest. Table 4describes 
the differences in representation between nominations and nominees. 
The sixteen most frequently named leaders from the second 
survey produces leaders from only three subfields-four (25 percent) 
library educators, one (6 percent) public librarian, and 11 (69percent) 
“others.” Table 5 illustrates the distribution of the sixteen most 
frequently selected names. 
418 LIBRARY TRENDS/WINTER 1992 
In Table 6 ,  the two groups of sixteen most frequently mentioned 
leaders from each survey are conflated, leaving twenty-four remaining, 
since eight leader names overlap both lists of sixteen. More than 
half of the leaders are members of the “other” category. 
TABLE5. 
DISTRIBUTION SUBFIELDS SELECTEDAMONG OF 16 MOST FREQUENTLY 
NOMINEES, SURVEYSECOND 
Subjields of Nominee 
Nominees LibEd Public Other Total 
Percentage 25 6 69 100 
Number (4) (1) (11) (16) 
TABLE6. 
DISTRIBUTIONAMONGSUBFIELDS SELECTEDOF 16 MOSTFREQUENTLY NOMINEES, 
FIRSTAND SECOND AND TOTALSSURVEYS 
Subfield ofNominee 
Survey LibEd Public Academic Special School Other Total 
First 
Number 4 2 3 0 0 7 16 
(25%) (13%) (19%) (0%) (0%) (44%) (101%)* 
Second 
Number 4 1 0 0 0 
I 
11 16 
(25%) (6%) (0%) (0%) (0%) (69%) (100%) 
Totals 6 2 3 0 0 13 24 
(25%) (8%) (13%) (0%) (0%) (54%) (100%) 
(*101% results from rounding percentages) 
Of the sixteen most frequently mentioned leaders emerging from 
the first survey, five were nominated by 10 percent or more of only 
two subfields. The remaining eleven had support from at least three 
subfields with two drawing support from five subfields. Two others 
were nominated by 10 percent of four subfields, and seven received 
at least 10 percent of the votes from three subfields. 
The second group of sixteen most mentioned leaders includes 
two who received at least 20 percent of the vote from all six subfields, 
one who drew that level of support from five subfields, five who 
attracted a 20 percent selection rate from four subfields, and four 
more who were named by at least that percentage of three subfields. 
A total of twelve of the sixteen most frequently selected leaders from 
the second survey are included as “field-wide” leaders. In all, sixteen 
of the twenty-four in the original group met the criteria. 
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With those who have been termed “local” leaders excluded from 
the leadership group, there remain in the combined field-wide list 
produced by both surveys ten leaders from the “other” subfield which 
is 62 percent of the leader list. The other six leaders come equally 
from the library educator category and from among academic 
librarians and represent 38 percent of the list. No leaders who qualify 
as “field wide” are public, school, or special librarians. Table 7 
describes the distribution of field-wide leaders. 
TABLEI. 

DISTRIBUTION SUBFIELDS LEADERSAMONG OF “FIELD-WIDE” 
Subfield of Nominee 
LibEd Academic Other Total 
Percentage 19 19 62 100 
Number (3) (3) (10) (16) 
THELocus OF LEADERSHIP 
With each successive distillation of the data, the locus of 
leadership is established more firmly in the “other” category. When 
unweighted data were used, nominations for perceived leaders were 
more numerous among library school faculty members. However, 
when controls for survey response populations were applied, the 
category labeled “other” was revealed as containing the largest 
number of perceived leaders. Library school educators accounted for 
the second highest number. 
A similar pattern is apparent in the results of the second survey. 
Even the aggregate distributions show the “other” subfield as 
receiving the highest number of votes, with library school faculty 
members second. When controls for survey response population and 
unique nominations are applied, the choice of “other” nominees 
is still more pronounced. 
The data strongly suggest that choices about perceived leaders 
were made, first, on the basis of the library subfields with which 
nominators identified. This was not true of special librarians, 
however. Otherwise, public librarians tended to choose public 
librarians, academic librarians tended to choose academic librarians, 
and so on. The same pattern emerged for both surveys, although 
voting according to reference group identification is less apparent 
in the second survey. 
IMPLICATIONS 
Survey respondents identified “others” as attracting the largest 
number of both nominees and nominations. Thirty-two of the 101 
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perceived leaders who received four or more nominations are a product 
of the “other” category. Of these, eight are association or consortium 
executives; seven are involved with publishing; six are state librarians; 
five are on the staffs of either the New York Public Library or the 
Library of Congress; four are full-time consultants; and two are 
associated with the federal government. 
Partial explanation for the number of “others” in the leader 
group can be found in the decision to classify both The New York 
Public Library and the Library of Congress as “others.” Their 
presence swelled that category’s ranks. If leader nominees associated 
with those two institutions had been termed public or special 
librarians, for instance, the findings would have differed substantially. 
Additional factors, however, contribute to the importance 
accorded “others” by this group of nominators. First, “others” are 
among the visible members of the library community. They head 
associations, publish journals, and speak to and for the profession. 
Second, some “others” may represent those in the library community 
who live, in Havelock’s (1975) terms, between the worlds of practice 
and those of research and who are, therefore, known by both 
communities. 
And finally, leadership is an aspect of role differentiation. Leaders 
of a group play roles with high status (Bass & Stogdill, 1990). Some 
“others,” along with library educators, may be among those who 
Abbott (1988) identifies as holding “high status” within the profession 
because they work only in professional environments and do not 
mediate with the client world. Abbott (1988) explains the esteem in 
which they are held: 
Professions tend to withdraw into themselves away from the task for 
which they claim public jurisdiction. This pattern results from internal 
status rankings. The professionals who receive the highest status from 
their peers are those who work in the most purely professional 
environments. (p. 118) 
INTEGRATIONOF THE LIBRARIANPROFESSION 
The second research question addressed the degree to which the 
profession could be considered integrated or interconnected. It asked, 
further, whether members of some library subfields seem more attuned 
to field-wide leadership than members of other subfields and how 
much the selection of field-wide leaders coincides among subfields. 
Shared perceptions about who is providing leadership is the basis 
on which this judgment was made. The names of those identified 
as providing leadership were used to explore the relationships, the 
social structure, among work groups of the library community and 
the nominating behavior of subfield members to measure integration 
(for this segment of the analysis, findings about the first survey are 
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more revelatory, that is, percen tapes among subfields have wider 
ranges and greater dispersion than do findings about the second. 
Results for the second survey include narrower ranges and are more 
clustered). 
About one-third of the total nominations remained in the pool 
of sixteen most frequently selected leaders in both surveys. Probably 
because of more limited choices, all subfields echoed field-wide behavior 
in numbers of nominees remaining for the second survey (the range 
was 33 percent to 38 percent), but there was considerable variation 
in the first survey. Table 8 indicates that school and special librarians 
were substantially below the median in nominating those who would 
eventually remain in the pool of sixteen most frequently nominated 
leaders and therefore seem less connected to the field as a whole. 
Individual vote totals for nominees reveal that the most frequently 
chosen perceived leader in the first survey received votes from 20 
percent of the survey respondents and the sixteenth most frequently 
selected names secured nominations from about 9 percent of those 
participating. The mean percentage of votes received was twelve. 
Percentages are virtually double for the second survey, ranging from 
a high of 40 percent for the top nominee to a low of 20 percent 
for the sixteenth member of this group. A mean of 25 percent is 
more than twice as high as the mean for the first survey (12 percent). 
Using individual resf loden ts instead of each nomination to learn 
the number of nominators correctly naming the same leaders, provides 
additional information about the extent to which the field may be 
considered integrated. 
TABLE8. 
NOMINATIONSREMAININGIN POOLS NAMEDOF MOSTFREQUENTLY LEADERS, 
BY SUBFIELDS(FIRST SURVEY) 
I01 Top Nominees 16 Top Nominees 
Field of Aggregate Nomina- Percent Nomina- Percent 
Nominator Nominations tions Nominations tions Nominations 
~~~ 
Survey Remaining Remaining Remaining Remaining 
Totals 1,965 1,385 70 613 31 
LibEd 701 491 74 247 36 
Public 589 44 75 182 31 
Academic 263 164 69 103 39 
Special 153 76 50 33 22 
School 123 33 27 7 6 
Other 136 103 76 39 29 
Mean 70 31 
Median 72 31 
SD 19.7 11.5 
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Of the first questionnaire respondents, 21 percent named no 
leaders appearing on the final list, and another 18 percent contributed 
only one such leader. On the other hand, slightly more than 60 percent 
named at least one of the twenty-four member pool and almost half 
named three. At the other end of the spectrum, one library school 
educator named 50 percent of the leaders identified by the field as 
a whole, which, based on the wide range of possible responses, signals 
an intimate knowledge of the structure of leadership in librarianship. 
Library educators, academic librarians, and members of the 
“other” category, more than librarians in the remaining categories, 
seem to share a common view with members of the field as a whole 
about the composition of leadership in the library community. 
Substantially more respondents to the second survey voted for 
leaders whose names appear on the final lists. The differences in 
approach of the first and second survey are reflected in the results. 
Clearly, agreement is less frequent when one is asked to recall names 
of leaders than when one is asked to recognize them from a list. 
Five respondents (1 percent) nominated no persons appearing 
on the final list and another twelve (3 percent) identified only one. 
On the other hand, 99 percent of those voting did nominate at least 
one leader name and almost half nominated five or more. One 
respondent in the “other” category named fifteen (63 percent) of 
the leader nominees who eventually comprised the list. Despite the 
different methods and different numbers of “correct” votes, similar 
patterns for the field as a whole and for the subfields prevail in the 
second survey. Again, library educators, “others,” and academic 
librarians appear most in agreement with their library compatriots 
about who they perceive as providing leadership. 
As stated earlier, eleven of the sixteen leaders from the first survey 
and twelve of the sixteen from the second qualified as field-wide 
leaders. Table 9 describes subfield members’ success in predicting 
field-wide leaders. 
TABLE9. 
SUBFIELD IN NAMING WIDE LEADERS SUCCESS FIELD-
Library Subfield 
Survey Other LibEd Academic Public Special School 
First Survey 
Percentage 82 82 82 55 55 0 
Number (9) (9) (9) (6) (6) 0 
Second Survey 
Percentage 100 67 58 75 67 50 
Number (12) (8) (7) (9) (8) (6) 
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Members of the “other” category identified the greatest number 
of field-wide leaders. In the second survey they successfully named 
all twelve perceived leaders. Library educators were the second most 
accurate group. Academic librarians were substantially more 
successful in naming leaders for the first survey than they were for 
the second. The reverse was true for public and special librarians 
whose accuracy rates were higher for the second survey than for the 
first. School librarians were least successful, although their combined 
list contained half of the field-wide perceived leaders. 
The results of nominations for field-wide leaders from both 
surveys are combined in Table 10. Letters represent leader names and 
are placed under the subfields thereby providing requisite 
nominations. 
TABLE10. 
DISTRIBUTIONF FIELD-WIDELEADER AMONGNOMINEES SUBFIELDS 
FIRSTAND SECOND COMBINEDSURVEYS 
LibEd Public Academic Special School Other 
a a a a a a 
b b b b b b 
C C 
d d 
e 
f 
g g 
h h 
i i 
j j 
k k 
1 1 1 
rn m m 
n n n 
0 0 0 
P P P 
12 10 11 10 5 15 
Two leaders received support from all subfields. Two more are 
named by five subfields. Five have been nominated by four subfields 
and the remaining seven have constituencies among three subfields. 
Patterns of choice in leader nominations among subfields reveal 
that academic librarians who participated retained a greater 
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percentage of their nominations in the open-ended first survey than 
did the other subfields. 
When the degree to which individual respondents named leaders 
whose names appeared on the final tallies is tracked, library educators, 
academic librarians, and “others” nominated more leaders than did 
members of the other subfields. 
The subfield naming the highest number of “field-wide” leaders 
for both surveys is “other.” It seems possible to conjecture that shared 
perceptions about who is providing leadership may be a function 
of shared perceptions about the relative importance of problems 
currently facing libraries and about the future of the profession. Those 
whose work crosses subfields of practice-library educators and 
‘‘others’’-may be best situated to assess who is providing leadership. 
However, this does not account for the presence of academic librarians 
among those most attuned to the perceptions of their colleagues. 
Abbott (1988) contends that “internal stratification and other 
kinds of internal differentiations can undermine jurisdictional 
strength” (p. 96). The varying perceptions among some subfields 
about who is providing leadership may signal differentiations within 
the profession and the lack of an integrated social structure. Without 
longitudinal comparative data, however, no judgment can be made 
about whether the findings represent a potential restructuring of the 
profession or whether they reflect a continuing behavioral pattern. 
DEGREE PERCEPTIONOF SHARED 
Of the 1,965 nominations cast in the first survey, 69 percent 
remained in the pool of 101 most frequently named leaders and 32.5 
percent were left in the group of sixteen most often selected names. 
For the second survey, the percentage of votes cast for the sixteen 
most heavily chosen leaders was 35.7 percent. Individual vote totals 
for nominees reveal that the most often chosen perceived leader in 
the first survey received votes from 20 percent of the survey 
respondents. The sixteenth most frequently selected name secured 
nominations from about 9 percent of those participating. The 
percen tapes are substantially greater in the second survey, ranging 
from a high of 40 percent for the top nominee to a low of 20 percent 
for the sixteenth member of this group. Within subfields, nominations 
for the most frequently named leader ranged from 42 percent to 13 
percent in the first survey and from 72 percent to 50 percent in the 
second. 
Without comparative data, it is difficult to assess whether 9 
percent, 20 percent, or even 40 percent represents a strong degree 
of integration for the library community as a whole. Kochen et al. 
(1982), in their study of scholarly disciplines, also used a peer 
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nomination process. Despite methodological differences in approach, 
comparison of their findings with those revealed here sheds some 
light on the degree of library field integration. Two of the disciplines 
included in their survey, differential geometry and topology, 
contained several scientists who were acknowledged by more than 
50 percent of the nominators. Two of the other fields, future studies 
and general systems theory, had two scientists who were nominated 
as experts by 25 percent of the respondents. The remaining two fields, 
information science and human systems management, had two 
scientists who were nominated by 18 percent and 11 percent of their 
groups respectively. The present study of perceived library leaders 
revealed that the most frequently nominated leader in the first survey 
received nominations from 20 percent of the nominators, a figure 
marginally higher than that received by the scientists in information 
science and human systems management and somewhat lower than 
that received by the most frequently named experts in future studies 
and general systems theory. 
Bingham and Vertz’s (1983) study of political science identifies 
eleven reputational contributors to the field. The most frequently 
named one received nominations from 18 percent of the respondents, 
the next highest received 10 percent, and the remainder ranged down 
to 5 percent. Interestingly, their findings are similar to those revealed 
by this study. 
It would seem, therefore, that the extent of agreement on who 
is perceived as providing leadership in librarianship as indicated by 
respondents to this survey is not unlike that of political science, and 
to the two academic fields which Kochen et al. (1982) considered 
as relatively unstructured because they manifested a low degree of 
consensus about scientific expertise. These studies, however, are of 
scholarly disciplines and not of applied fields. Whether this group 
of librarians manifests a high or low degree of agreement on its 
perceived leaders cannot be determined in the absence of comparable 
data about other applied fields or professions. 
IMPLICATIONS 
The locus of leadership for survey respondents, as revealed by 
the various leader lists, has been identified as residing primarily 
within the “other” category, with more modest representation among 
library educators and academic librarians. Many members of the 
“other” subfield, as well as library educators, may be those who serve 
as the professional’s professionals, a finding that lends support to 
Abbott’s (1988) contention that high status field members do not 
mediate with client groups but rather do the work of the professional 
community. These perceived leaders write for national professional 
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journals, administer and participate in national professional 
organizations, socialize new entrants to the profession, produce new 
technologies that have ramifications for the entire field, and represent 
librarianship to the outside community. Because their orientation 
is to the wider community, they may be considered those who Merton 
termed “cosmopolitan.” Their activities are boundary spanning, a 
factor that leads to their wide visibility across subfield lines. Their 
outputs may also be said to cross-fertilize the field, and their products 
can be considered integrative. 
Perceived leadership does not appear to be dispersed throughout 
the entire library community. Field-wide perceived leaders do not 
emerge from among public, special, and school libraries. Findings 
about school librarians, however, suggest that they are on the 
periphery of the field both with regard to where they, as a group, 
perceive leadership to be located, and where representatives of the 
other subfields perceive leadership to lie. Although lack of consensus 
about leadership among school librarians may be an artifact of the 
list used to gather information, the lack of identification of school 
librarians as leaders by members of the subfields was not produced 
by the problematic nature of the survey universe. Therefore, the 
absence of school librarians on the perceived leader lists may be a 
sign of differentiation, or separation, either as a new or an ongoing 
phenomenon. 
Among the most important assumptions prompting this study 
are that leaders affect change and that agendas emerge from a 
profession’s social structure, of which leadership is an important 
ingredient. Crane (1972) contended that, for scholarly fields, the 
content of science is influenced by the relationship between the 
internal structure of a discipline and the cultural products developed 
and accepted by it. This generalization appears to be no less true 
for applied ones. 
Perceived leaders emerged from the ranks of academic librarians, 
library educators, and “others.” Nominators from those three 
subfields were most often in agreement about who they perceived 
to be providing leadership. To some extent, they seem to form an 
integrated community-i.e., they share identity, values, definitions 
of role and interests, as well as perceptions of who are the leaders 
of the field. 
If this de facto community of common perspectives is sustained 
over time, the attention of the library field is likely to be drawn 
to those particular aspects of vocational concern which this segment 
of the profession finds worthy of consideration. We might anticipate, 
for instance, priorities being placed on management and tech- 
nological activities, particularly as they affect research institutions. 
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One possible consequence of such circumstances is that emphasis 
might be placed on access to all information, in contrast with, say, 
attention to access to information for all people. Funds might be 
allocated to the preservation of unique documents rather than to 
widespread duplication of frequently requested materials. Whether 
and to what extent these considerations already govern decisions in 
the library field, particularly those related to the distribution of 
available resources, would seem an important research question and 
a likely next step toward understanding the relationship between 
leadership, social structure, and the agenda. 
QUESTIONS BY THE RESEARCHRAISED 
Public Libraries and Leadership 
Librarians once looked to the public library for codes, cues, and 
leaders. The aims and goals of the public library became the guidelines 
of the profession. Lee Shiflett (1981)has written of the critical choice 
made by academic librarians in the late nineteenth century to embrxe 
the public library mission as their own. A change has occurred. The 
results of this study suggest that the public library may be insular 
and inward-looking. If i t  were not, more of its practitioners would 
have been identified as leaders by peers in other subfields. One 
provocative question this study does not address is: Does the absence 
of field-wide leaders emerging from the public library sector indicate 
that its agenda differs from that which may be shared by the members 
of other subfields? 
About School Librarians 
This study revealed sharp divisions between school librarians 
and the rest of the profession and raised the following questions: 
(1) To what extent do school librarians identify themselves as 
educators rather than as librarians? (2) To what extent does 
nomenclature-“school librarian” rather than “media center 
director”-shape identity? (3) Do the findings of this research reveal 
a subfield in process of differentiating, or do they merely reflect a 
continuing condition of nonintegration? 
School librarians may not have been well served by the 
population used in this study. If further efforts to locate a better 
source of names for a list are unsuccessful, consideration should be 
given to including a list with known bias (membership in AASL 
or subscribers to SLJ). Exclusion of school librarians as a subfield 
is another option. 
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About  Methodology 
Two Surveys. For this research, data have been collected from 
two types of survey questionnaires. Methodological factors may have 
influenced the findings. While results of the two surveys were similar, 
there were also marked differences in the outcomes: The percentage 
of people returning the questionnaires and the number of nominees 
appearing on each response were much higher when respondents 
were requested to use a checklist of names rather than supply them. 
The variation may result from the different tasks required by 
recognition and recall. Comparisons of performance on experiments 
involving the two tasks have shown a marked superiority of 
“recognition” over “recall.” Current hypotheses conjecture that recall 
may be a two-step process which involves both a search and a decision 
about the suitability of retrieved information (Reynolds & Flagg, 
1977). Recognition, on the other hand, may not involve a search 
process but only a decision one. 
In other words, i t  is easier to recognize names believed to be 
appropriate to a circumstance than to recall them. Asking respondents 
to perform a simpler task probably helped to produce a larger 
response. Information stored in the memory may be inaccessible for 
recall, but it still is clearly present in memory, as shown by the fact 
that it can be recognized (Reynolds & Flagg, 1977). 
On the other hand, educational psychologists contend that recall 
represents much deeper learning and the tasks involved in recall are 
both more complex and more difficult. Agreement on names is less 
frequent with recall; conversely, limited choice based on recognition 
produces greater consensus. In addition, there is less variation in 
nominating success among subfields when a checklist is used than 
when an open-ended questionnaire is employed. A checklist is more 
likely to indicate group likenesses; an open-ended survey is more 
revelatory of its differences. 
Using a checklist approach serves the purpose of reminding 
respondents of names they may have forgotten or overlooked. On 
the other hand, i t  may result in a less spontaneously adduced list, 
one which is more retrospective, and, perhaps, more honorific. That 
is, a respondent may not have recalled an individual, but seeing his 
or her name on a checklist might feel compelled to choose i t  in 
deference to past contributions. Using both kinds of survey 
instruments in a piggy-back fashion is both cumbersome and time- 
consuming. It may, however, best serve the purposes. 
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Leadership in Legislation and Public 
Policy Development: The Case of the 
American Library Association 
THOMASJ. GALVIN 
ABSTRACT 
THISARTICLE EXAMINES THE federal legislative and information policy 
leadership roles of the American Library Association. A brief history 
of ALA’s Washington office is followed by a review of research and 
scholarship on the objectives and techniques of public interest 
lobbying. The outcomes of two legislative initiatives from the 1979 
White House Conference on Libraries and Information, the National 
Indian Omnibus Library Bill, and the National Periodicals Center, 
are examined to see what can be learned that is potentially relevant 
to legislative proposals emerging from the Second White House 
Conference. 
INTRODUCTION 
The mission of the American Library Association is to provide leadershi@ 
for the development, promotion, and improvement of library and 
information services and the profession of librarianship in order to 
enhance learning and ensure access to information for all. (Hodges, 1990, 
p. 235) 
Thus does the American Library Association (ALA), in its most 
recent (July 1986) and most basic statement of its organizational 
“Mission, Priority Areas, Goals,” assert for itself a leadership role 
vis-A-vis both the library and information service profession and 
those whom libraries and information centers serve. Later in the 
same document, the association’s policy governance body, the 175 
member council, enumerates six “priority areas,” among them 
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“legislation/funding.” These may be regarded as major areas of the 
field in which ALA seeks to exercise organizational leadership. 
A decade after the first White House Conference on Library and 
Information Services in 1979 (WHCLIS-1) and just after the second 
White House Conference, it seems a propitious time to examine the 
manner in which the American Library Association, its elected and 
appointed leaders, and its professional staff provide professional 
leadership in the critical area of legislative and information policy 
development at the national level. This article will identify some 
of the special characteristics of ALAS lobbying and policy 
development efforts and assess the association’s strengths and 
weaknesses in the federal legislative and regulatory areas. The article 
is based on the premise that it ought to be useful both to examine 
ALA’s lobbying posture and to review selected outcomes of the first 
White House Conference in order to suggest how the association 
might enhance its future role in working for legislation at the federal 
level that “will strengthen library and information services.” What 
can we learn from the legislative successes and failures of the past 
that might prove valuable in pursuing implementation of the 
resolutions and recommendations that emerge from the 1991 White 
House Conference on Library and Information Services (Hodges, 1990, 
p. 235)? 
This article centers on the recent legislative activities of the 
American Library Association at the federal level. It examines in 
particular the fate of two legislative initiatives that were associated 
with the 1979 White House Conference on Library and Information 
Services. One of these, the addition of the “Library Services to Indian 
Tribes” amendment to the Library Services and Construction Act 
(LSCA), may be termed a legislative success. The other, the proposal 
to create a National Periodicals Center (NPC), must be regarded as 
a failure. The objective is not primarily historical analysis and is 
most certainly not the allocation of either praise or blame in relation 
to the outcomes of the 1979 conference. Rather, the purpose is to 
learn from the experience of the past how to make better use of the 
second opportunity that the 1991 White House Conference provides 
to focus national attention on the needs of library and information 
services and on those who depend on them in order to survive and 
to flourish in an information centered society. 
In defining the scope of this article, the intention is not to suggest 
that the two White House Conferences and their outcomes constitute 
the totality of ALA’s federal legislative efforts. Neither is the intention 
to slight the important and substantial work that is being done at 
the federal level by other national associations in the field, among 
them the Special Libraries Association (SLA), the Association of 
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Research Libraries (ARL), the American Society for Information 
Science (ASIS), the Information Industry Association (IIA), and the 
Medical Library Association (MLA). The focus on the American 
Library Association and on the 1979 White House Conference and 
its aftermath reflects the personal knowledge and experience of this 
author as president of the association during the first White House 
Conference and subsequently as its executive director. It reflects as 
well the reality that ALA is the largest of the personal membership 
associations in the library and information field, that it was the first 
to establish a lobbying presence in Washington, and that, in this sense, 
ALA correctly characterizes itself as “the chief advocate for the people 
of the United States in their search for the highest quality library 
and information services” (Hodges, 1990, p. 1, emphasis added). 
A BRIEFHISTORICALINTRODUCTION 
Lobbying has a long and somewhat checkered history in the 
United States. Its statutory justification is found in the First 
Amendment to the Constitution, which affirms the inherent right 
of the people to free speech in general and specifically “to petition 
the Government for redress of grievances.” The origins of the term 
“lobbying” have been traced back to 1808 when i t  first appeared 
in the annals of the 10th Congress. By 1829, Congressional Quarterly 
notes, “the term ‘lobby-agents’ was applied to favor-seekers at the 
state capitol in Albany, N.Y. By 1832, it had been shortened to ‘lobbyist’ 
and was in wide use at the U.S. Capitol” (Moore, 1979, p. 1). 
To some in the education community, the term “lobbying” carries 
such an air of opprobrium, conjuring up  images of political chicanery 
and corruption, that the preferred usage has become the euphemistic 
“legislative information.” Lester W. Milbrath (1963), in his pioneering 
study of lobbying, provides a useful neutral definition: “Lobbying 
is the stimulation and transmission of a communication, by someone 
other than a citizen acting on his own behalf, directed at a 
governmental decision-maker with the hope of influencing his 
decision”(p. 8). 
Since 1945, responding to the growing importance of the federal 
government in the support of education at all levels, the education 
community has expanded its Washington presence. The American 
Library Association first opened its Washington office in October 
1945. It was charged to address the “Program for Action” of the 
then ALA Federal Relations Committee, which included the 
following priorities: 
disposal of surplus property to educational institutions, including 
libraries; transfer of surplus Army and Navy books to states for use 
primarily in extending service to rural areas; recognition by government 
of the essentiality of library materials and services in any research 
program; inclusion of librarians in social security; adequate provisions 
for libraries in any public works programs; maintenance of low postal 
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rates on library materials; Federal aid for demonstrations of public library 
service as a first step toward Federal assistance in the establishment, 
maintenance, improvement and equalization of library service for all 
the population. (Stevenson, 1968, pp. 281-83) 
Subsequently, the eyes of the library world became focused on the 
District of Columbia as the potential source of federal financial 
largesse to such an extent that in 1957, and again in 1967, a postal 
ballot of the ALA membership was required to reverse ALA Executive 
Board and Council decisions to move the en tire headquarters 
operation to Washington so that ALA might take its “place in the 
sun alongside the NEA and many others of these great organizations 
in Washington, our nation’s capital” (“The Location of ALA 
Headquarters,” 1957, p. 599). 
As the ALA Washington office approaches its golden anniversary, 
its staff and the association’s membership can point to many successes. 
For many, the enactment of legislation authorizing the first 
categorical federal aid to local libraries, the Library Services Act of 
1956, is still regarded as ALAS single greatest lobbying achievement. 
This was followed by broadening assistance to public and state 
libraries and providing funds to encourage interlibrary cooperation 
through the Library Services and Construction Act of 1964, as well 
as by legislation providing categorical aid to both college and 
university libraries and to elementary and secondary school libraries 
in the wake of the post-Sputnik era. More recently, the emphasis 
has been on maintaining these direct grant programs in the face 
of continuing administration efforts to “zero them out” of the budget. 
As the nation has undergone the transition from a manufacturing 
society in the 1950s to a post-industrial, information centered society 
in the 199Os, the agenda of the ALA Washington office has grown 
dramatically. In particular, the executive branch and the independent 
agencies have attracted attention equal to that given to Congress, 
as an ever-growing array of information policy issues emerge to be 
addressed at the national level. The expansion of the library 
profession’s lobbying agenda is evident in the scope of the A L A Federal 
Legislative Policy, which, in addition to urging continued support 
for direct federal aid to libraries, now incorporates recommendations 
for a variety of forms of indirect subsidy of library and information 
services such as postal revenue forgone and the lowering of tariff 
barriers to the importation of educational materials. Moreover, the 
American Library Association has adopted policies on a broad 
spectrum of information-related issues ranging from the Fairness 
Doctrine in broadcasting to international copyright. The July 1987 
edition of the A L A  Federal Legislative Policy cites no fewer than 
fifty-two “Existing Federal L#aws Affecting Librarians, Libraries and 
their Users,” ranging from the Computer Fraud and Abuse Act to 
the Job Training Partnership Act (ALA, n.d., pp. 23-24). 
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THEALA LEGISLATIVE STRUCTUREPOLICY TODAY 
Today the American Library Association pursues its federal 
legislative agenda through the day-to-day work of a small group 
of experienced, dedicated, and exceptionally able Washington office 
staff, operating in close partnership with member volunteers under 
the general direction of the ALA Council and the specific oversight 
of the council’s Legislation Committee. The Legislation Committee 
is charged by the council: 
to have full responsibility for the Association’s total legislative program 
at all levels-federal, state and local. To recommend legislative policy 
and programs for Council approval and to take the necessary steps for 
implementation. To protest any legislation or executive policy adversely 
affecting libraries. To seek rulings and interpretations of laws and 
regulations affecting the welfare and development of libraries. To 
represent the ALA before executive and legislative branches of 
government as required at all levels. To provide a forum within ALA 
to gather information about needed legislation and to keep all units 
of the Association informed of the ALA legislative programs. To direct 
the activities of all units of the Association in matters relating to 
legislation. (Hodges, 1990, p. 13) 
Several aspects of the charge merit brief comment. First, the two 
references to the executive branch are indicative of the fact that the 
regulations of executive and independent agencies, such as the 
Department of Education and the Federal Communications 
Commission, not only carry the force of law, but are of equal or 
sometimes even greater importance to libraries than are the actions 
of Congress. Second, the Legislation Committee does not have the 
authority to formulate ALA policies relating to legislation but only 
the authority to recommend policy to the 175 member ALA Council, 
which reserves to itself the association policy-making role at its semi- 
annual meetings. 
The reference to all three levels of government-federal, state 
and local-correctly reflects the statutory requirement for tax-exempt 
organizations (known as 501[c][3] organizations in the Internal 
Revenue Code) that they not engage in “substantial effort” to 
influence legislation. The substantial effort test applies to lobbying 
activities at all three levels of government. In fact, however, the work 
of both the ALA Legislation Committee and of the Washington office 
is limited almost exclusively to the national level. Similarly, although 
the charge to the Legislation Committee appears to grant i t  sweeping 
authority to “direct the activities of all units. . . in matters relating 
to legislation,” in practice both the Legislation Committee and the 
ALA Washington office staff have labored to avoid intruding on the 
areas of substantive expertise represented by the association’s divisions 
and other units. 
More accurately, the ALA Legislation Committee and its 
Washington office staff seem to regard their function as one of 
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translating the policy goals of ALA and its more than 1,200divisions, 
round tables, committees, subcommittees, boards, and other sub-units 
into the language of legislation. The Legislation Committee tends 
to be poactiue with respect to bringing federal legislative and 
regulatory developments to the attention of the association and its 
membership units but reactive with respect to policy initiation in 
its working relations with those units. For example, the Legislation 
Committee would actively bring any proposed change in content 
regulation of broadcasting to the attention of the association’s 
Intellectual Freedom Committee (IFC), but would then ordinarily 
see its role as assisting the IFC to incorporate its substantive response 
to such an FCC proposal into a resolution for presentation to and 
action by the council. The Legislation Committee would, in an 
instance like this, define its role as providing technical assistance 
to the IFC and the council in expressing ALAS response to the FCC 
in language that would be most likely to have the maximum impact 
on the commission and on Congress. The point simply is that the 
ALA Legislation Committee has neither the authority nor the 
expertise to act unilaterally for ALA in federal legislative matters, 
nor should it. 
The ALA Washington office’s current mission statement also 
merits attention as i t  provides insight into the manner in which 
that office, with the concurrence of the Legislation Committee and 
the council, defines the staff role in the federal legislative process: 
The staff of the Washington Office acts as a link between ALA members 
and the federal government by relaying news of important government 
actions affecting libraries to the membership, and by supplying 
information and assistance to government agencies and Congress. The 
office makes official comment on proposed federal regulations 
concerning libraries and librarians, supports legislation benefitting 
libraries and library service, and works for meaningful appropriations 
levels for federal library-related programs. In addition, the office assists 
librarians in their contacts with government agencies and Congress, and 
works closely with state library associations, ALA units, and others in 
compiling data on library needs nationwide. (Hodges, 1990, p. 197) 
In comparing the ALA Washington office’s mission statement 
with the charge to the Legislation Committee cited earlier, one is 
struck by the former’s very specific focus on the federal and the 
national level, even in the statement concerning liaison with state 
library associations in the final sentence, where the role is carefully 
limited to “compiling data on library needs nationwide.” If nothing 
else, this reflects a recognition that, given the magnitude of its federal- 
level portfolio and the limitations of its staff and financial resources, 
the ALA Washington office simply cannot ordinarily undertake to 
provide direct staff support for lobbying activities at the levels of 
state or local government. Moreover, it also reflects the view that 
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state and local legislative matters are primarily the domain and the 
responsibility of ALA’s state association chapters (beginning in 1983- 
84, during the ALA presidency of Brooke E. Sheldon, the Washington 
office has sought to share its lobbying expertise with the state 
associations by developing resource manuals for use at the state level). 
The language of the mission statement is also sensitive to the 
“substantial effort” test of the Internal Revenue Code. The emphasis 
is on the office’s informational, communication, and liaison roles, 
minimizing activities designed to influence legislation directly. The 
emphasis on the information and liaison functions is even more 
pronounced in the ALA Washington office’s 1975 statement on its 
mission and function: 
Set forth below is a description of the activities and functions of the 
Washington Office which has a threefold purpose: First, the Office 
provides the Executive, Legislative and Judicial Branches of the Federal 
government with an authoritative, comprehensive and non-partisan 
source of information concerning library services and resources, plans, 
requirement, construction and manpower. 
Second, the Office provides ALA members and the State Associations 
which are chapters of the Association with an authoritative, com-
prehensive source of information concerning legislative and administra- 
tive proposals, plans, policies and activities relating to libraries and 
librarianship at all levels of government. 
Third, the Office provides liaison for the Association with other 
Washington-based representatives of education, scientific, business, labor, 
cultural and other types of organizations. (“The ALA Washington Office, 
1975, p. 1. This document is characterized by the associate director of 
the Washington office as an accurate written description of the mission 
and function of the office except for two discontinued activities not 
included in the text cited here.) 
The rather narrow focus on matters relating directly to “libraries 
and librarians” seems a bit dated, perhaps reflecting an earlier time 
when the central focus of the office was to maintain and expand 
the programs of direct categorical federal assistance to libraries. In 
fact, i t  does not reflect the range of the office’s current concerns which 
address the information field more broadly defined, as any current 
issue of the A L A  Washington Newsletter will attest. For example, 
of six items on the Washington office agenda that were characterized 
by its director in 1985 as “the most active on a far-reaching and 
continuing basis,” only two-“proposals to downgrade federal 
librarians and contract out federal libraries”-are specifically limited 
to libraries and librarians, while the remaining four-“international 
copyright issues, pay equity, postal rate subsidies, [and] the AT&T 
divestiture”-fall within the broader domain of information and 
communications policy issues (Cooke, 1984-85, p. 329). 
LOBBYING INTERESTIN THE PUBLIC 
The American Library Association consistently identifies itself 
as an educational organization, operating in the public interest, rather 
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than as a professional or trade association, pursuing narrow, self- 
serving goals. Indeed, such a characterization is critical to 
maintaining ALAS tax exempt status. Similarly, descriptions of the 
work of the ALA Washington office stress its educational and public 
interest roles. ALA not only consistently characterizes itself as an 
educational organization, but it has continually sought to ally itself 
in legislative and regulatory matters with both the education 
community and with other public sector national voluntary 
organizations such as the League of Women Voters. 
The literature on lobbying in the public interest notes in recent 
years: 
the sharp decline of political parties as key actors in the political process 
and the seemingly related rise of interest groups as articulators of political 
demands. Functions that parties used to perform such as candidate 
selection, fund raising and legislation drafting are now being taken over 
by interest groups. (Hrebenar & Scott, 1982, p. ix) 
David Truman (1971), in his classic study, The Governmental Process, 
defined an interest group as “any group that is based on one or 
more shared attitudes and makes certain claims upon other groups 
or organizations in the society” (p. 33). Jeffrey Berry (1977) defines 
a public interest group as “one that seeks a collective good, the 
achievement of which will not selectively and materially benefit the 
membership or activists of the organization” (pp. 7-8). He further 
defines “collective good” as “any public policy where benefits may 
be shared equally by all people, independent of their membership 
or support of a given group”(pp. 7-8). Given its dual concern for 
improving the lot of libraries and librarians, while at the same time 
promoting the public good through the improvement of library and 
information services, the American Library Association falls 
somewhere between these two definitions, and may, for want of a 
better term, be called a quasi public interest lobby for the purposes 
of this discussion. 
CHARACTERISTICS INTERESTLOBBIESOF PUBLIC 
In light of the growing importance of public interest lobbies, 
students of the political process have sought to identify those 
functional characteristics that are important to understanding the 
special nature of public interest group lobbies and that appear to 
be significant in assessing their effectiveness in influencing the 
political process. It is useful first to enumerate some of these 
characteristics and second to determine their relevance to the lobbying 
and leadership styles of the ALA Washington effort. 
Jeffrey Berry (1977) postulates that the effectiveness of public 
interest lobbies in communicating on behalf of their members “is 
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determined, in part, by the amount of resources they are able to utilize” 
(p. 45). Hrebenar and Scott (1982) suggest that “influence in the 
various areas of American politics is not automatic. It must be built 
on the foundation of various organizational resources which can be 
converted into political power” (p. 15). 
IMPORTANTRESOURCES LOBBYINGFOR SUCCESSFUL 
Students of interest group lobbying enumerate several kinds of 
resources that appear to be relevant measures of organizational 
lobbying effectiveness. Hrebenar and Scott (1982) are quite explicit 
in asserting that “if there is a single most useful resource an interest 
group can possess, it would have to be money” (p, 55). Scholars are 
quick to point out, however, that while success in lobbying is difficult 
to achieve if an organization is underfunded, nonetheless the mere 
capacity to make large expenditures to influence legislation does not, 
in and of itself, guarantee effectiveness. For one thing, the financial 
resources that are available for lobbying must be allocated 
intelligently in order for an organization to achieve maximum impact. 
One does not lobby effectively simply by throwing money around. 
Moreover, for tax exempt organizations, the Internal Revenue Code 
imposes strict dollar limits on expenditures for directly influencing 
legislation (U.S. Congress, Joint Committee on Taxation, 1987, pp. 
4-5). However, Hrebenar and Scott (1982) identify “tax-free status” 
as an especially valuable resource for public interest lobbies. It is 
clear that public interest lobbying groups need to be particularly 
attentive to the importance of both achieving and retaining tax exempt 
status (p. 56). 
Size of membership is generally regarded as a positive asset, 
especially in relation to “market share,” that is to the percentage 
of the total universe of potential members who are actual members. 
“Generally speaking,” Hrebenar and Scott (1982) observe, “the higher 
the market share, the more legitimacy an organization has as a voice 
for that interest and the more power it has in lobbying activities” 
(P. 53). 
STAFFAND LEADERSHIP 
Among the most important and valuable resources for effective 
lobbying is the quality of an organization’s professional staff. Berry 
(1977) postulates that “the strongest lobbies are those with the skill 
and knowledge that enable them to approach any branch of 
government as the occasion dictates” (p. 55). He goes on to identify 
“years of professional staff experience” as “part of a lobby’s 
resources...simply ‘being around’ helps quite a bit” (p. 86). 
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The leadership role of staff in relation to elected or appointed 
volunteer organizational leaders varies considerably from one interest 
group to another. While noting that many public interest groups 
at least pay lip service to the concept of democratic leadership, as 
well as to the priorities of members in setting their legislative and 
government relations agendas, Berry (1977), in a study of eighty-three 
Washington public interest lobbying organizations, concluded that: 
the boards of directors tend to have a very minor leadership role, or 
no real role at all, in most public interest groups ...their “decisions” 
are often pro forma approval of what the staff has already 
determined....Even where the staff is not the dominant power indecision- 
making, it is often the primary source of policy initiation. That is, the 
staff begins the process of debate on particular issues before the governing 
body of the organization. (pp. 196-97) 
Berry notes, however, that “although the trend toward staff 
domination is a strong one, there is significant variation within the 
sample” (p. 197). Some of the public interest groups studied by Berry 
had no personal members. Moreover, he observed “less of a tendency 
for older organizations to be staff dominated than for newer ones” 
(p. 199). Writing nearly a decade after Berry’s data were gathered, 
Hrebenar and Scott (1982) observe that “in many voluntary 
organizations the elected leadership’s role is clearly inferior to that 
of the appointed staff” (p. 37). With respect to leadership in legislation 
and policy development, they note as well that “the most important 
point concerning leadership is that i t  is situational” (p. 37). 
EFFECTIVELOBBYINGTECHNIQUES 
There is general agreement that the most effective lobbying 
techniques fall into four categories: (1) direct or face-to-face lobbying; 
(2) grass-roots lobbying; (3) intelligence, information and research; 
and (4) political action committees and fund-raising for candidates. 
The last of these is, of course, a technique that is not available to 
tax exempt organizations, which may not engage in any partisan 
political activity without putting their tax exempt status at risk. Not- 
for-profit public interest lobbies rarely have the resources to wine 
and dine those legislators or bureaucrats whose support they seek, 
not to mention the fact that such use of their resources would be 
regarded as unethical, illegal, or improper both by their own members 
and/or by the Internal Revenue Service (Library of Congress, 
Congressional Research Service, 1986, p. 15ff). 
Direct or “personal lobbying” is defined as “a process of trying 
to activate sympathetic partisans, rather than ...a process of persuading 
the uninformed ....Much of the lobbyist’s work is to overcome 
‘marginal attention’ toward his or her issue by governmental policy 
makers” (Berry, 1977, p. 217). Keith Hamm (1983) reports that 
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experienced Washington lobbyists agree on the importance of 
traditional face-to-face lobbying and on the need to keep the 
organization constantly visible on the Washington scene. For example, 
lobbyists generally believe that, while testifying before Congressional 
committees “does not have a substantive influence i t  does seem to 
have important symbolic value” (Berry, 1977, p. 223). Not all analysts, 
however, dismiss committee hearings as merely symbolic. Hamm (1983) 
reports that committee testimony is seen as important by many lobbies 
and that, in general, lobbyists prefer to have a “working member 
of the lobby group speak” rather than testifying themselves (p. 231). 
Supplementing and/or in some instances supplanting face-to- 
face lobbying, especially for groups that do not have the resources 
to sustain a Washington presence, is the newer technique of grass- 
roots lobbying. Grass-roots lobbying, according to the Congressional 
Research Service (1986): 
has become more popular and its use has increased. There are three 
reasons for this growth. First, advances in technology, like highspeed 
laser printers, have made large-scale mailings easier and faster to 
distribute. Second, advances in statistical analysis and demographic 
targeting have increased response rates. Third, government officials, 
especially Members of Congress to whom most grass-roots lobbying is 
directed, have become increasingly sensitive to constituent pressure. 
(P. 19) 
Although some doubt the influence of orchestrated grass-roots 
letter writing campaigns, research by Schlozman and Tierney (1983) 
determined that “if communications arrive in sufficient quantity in 
congressional offices, they will be heeded no matter how orchestrated 
they seem” (p. 364). Jerome R. Waldie, a former member of the House 
who subsequently became a lobbyist, asserts that “grassroots lobbying 
is 100 per cent more effective than professional lobbying” (Hrebenar 
& Scott, 1982, p. 84). 
While traditional methods of influencing legislative bodies 
appear to have declined somewhat in popularity and effectiveness, 
the importance of the informational function of the lobbyist seems 
to be increasing rapidly. Berry (1977) speculates that “it is possible 
that a group’s information capability is a much more important factor 
for gaining access to decision-makers than is the independent skill 
of its lobbyists” (p. 283). The Congressional Research Service (1986) 
characterizes Congress as frequently being at once, “a willing suitor 
and an unhappy victim of pressure groups. Depending upon time, 
place and circumstance, i t  welcomes the assistance that groups provide 
or it assails them for selfishness and obstructionism” (p.v). 
Finally, the technique of forming coalitions to pursue either a 
single issue or a common legislative agenda is regarded as being 
of paramount importance for public interest lobbying. According 
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to Congressional Quarterly: “A major trend in the mid-20th Century 
has been the pyramiding of pressure group on pressure group into 
combinations aimed at accumulating enough collective strength to 
compel power holders to heed them” (Moore, 1979, p. 9). The 
Committee for Education Funding, which includes among its 
members the American Council on Education, the National 
Education Association, the Association of Research Libraries, and 
the American Library Association, is characterized by Hrebenar and 
Scott (1982) as an especially “formidable” lobbying presence on the 
Washington scene (p. 115. See also Cooke, 1990, pp. 220-21). 
LOBBIES THEORYAND ORGANIZATIONAL 
Organizational theorists and political scientists commonly 
describe the relationships among legislators, bureaucrats, and 
lobbyists (sometimes called the “Iron Triangle”) in terms of exchange 
theory, which postulates that these relationships are characterized 
by mutually beneficial transactions. “Since each sector of the 
subsystem can influence, to a certain degree, the goal attainment 
of the others, there is an incentive for exchanges to transpire which 
are mutually beneficial” (Hamm, 1983, p. 394). Berry (1977) employs 
the descriptive and explanatory power of exchange theory to account 
not only for the formation of interest groups, but also for the 
participation of volunteer member-leaders in them, suggesting that 
“individuals enter into interpersonal relationships because they derive 
some kind of benefit from the relationship or ‘exchange”’ (p. 21). 
Certainly the self-aggrandizing desire for status and recognition 
appears to rival the altruistic desire to contribute professional service 
in motivating individuals to invest the substantial amounts of time, 
money, and creative effort that are required to achieve high elective 
or appointed office in national organizations such as ALA. 
One construct from political science that may also prove useful 
in accounting for the success and failure of certain legislative 
initiatives associated with the first White House Conference on 
Libraries and Information Services is David E. Price’s (1978) “salience/ 
conflict” model: 
Summarizing the influence of perceived incentives and constraints, Price 
concludes that [legislative] committee members, when deciding where 
to direct time and effort, take into account the degree of public salience 
and the amount of conflict....Issues which have low conflict but high 
salience offer the highest incentives to legislators calculating the likely 
consequences of initiative and involvement while low-salience, high- 
conflict areas present the least incentive. (Price cited in Hamm, 1989, 
p. 408) 
Finally, we should take note of the conclusion of Jeremy Tunstall 
(1986) that “the lobbies have nearly always been the key determinant 
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of communications policy” in the United States: “Washington policy 
making in general and perhaps communications policymaking in 
particular tends toward the model of legal argument between 
competing lobbies which is fought out before a succession of other 
lawyers engaged in various judicial and quasi-judicial roles” (pp. 
195-97). Later, Tunstall extends his definition of communications 
policy to include information policy: 
Communications policymaking is especially strongly dominated by 
lobbying, due to a few familiar facts. First, politicians depend on media 
for reelection, and are thus especially sensitive to phone calls from, or 
discussions with, newspaper publishers and station managers in their 
constituencies. Second, the information technology industry, having 
acquired a unique reputation for commercial dynamism, carries great 
constituency clout-prestige, employment and government contracts. 
A third familiar characteristic of this broad policy area is the paradox 
of little legislation combined with a massive policy shift. This paradox 
leaves a wide scope for lobbying. (p. 267) 
The temptation to apply Price’s “salience/conflict” construct and 
Tunstall’s policy development model to the manner in which members 
of Congress respond to such complex information policy issues as 
copyright or the creation of a federally funded National Periodicals 
Center is irresistible. 
ALA AS LOBBYIST 
The reader familiar with the work of the American Library 
Association’s Washington office will note similarities between the 
style and method of operation of that office and the characteristics 
associated in the preceding discussion with effectiveness in education 
and public interest lobbying. Indeed, the ALA Washington office 
has been characterized by experienced Washington observers as a 
model of excellence in educational lobbying. The ALA office is also 
held in particularly high esteem by both leaders in the library 
profession and by rank and file ALA members, as affirmed by the 
fact that the Washington office and the Freedom to Read Foundation 
are the only ALA units to receive substantial financial support each 
year from the voluntary contributions of state library associations, 
other groups, and individual ALA members. 
Library Journal Editor-in-Chief John N. Berry I11 (1985), weighed 
the library lobby in the balance in 1985 and did not find it wanting. 
He characterized the library lobby as “strong, effective and united, 
particularly on issues relating to information policy and support for 
citizen access to information” (p. 5). Four years earlier, his fellow 
editor, Lillian Gerhardt (1981, p. 5), had lavished similar praise on 
the director of the ALA Washington office as a source of sound advice 
on grass-roots lobbying with members of Congress in support of 
library programs. Reporting on the first White House Conference 
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on Library and Information Services, Library Journal noted that, 
while most “representatives from the American Library Association 
kept a low profile. . . Eileen Cooke, director of ALA’s Washington 
Office was on hand, and was much praised by Congressmen present.” 
Nonetheless, the same reporters were at pains to point out that 
WHCLIS-1 “resolutions bearing the ALA imprimatur ...of ten failed 
when the voting took place,” although they did not attempt to account 
for this seeming paradox (Berry et al., 1991, p. 519). 
THEALA LOBBYING STYLE 
Sheldon (1983, p. 30), Cooke (1989, p. 161), and others have 
underscored the importance of both ALAS Washington presence and 
of the staff’s ability to mobilize a timely grass-roots response, especially 
when appropriations for existing categorical programs of federal 
library aid are in jeopardy. Because not all Congressional committee 
hearings are equally important, and because the Washington office’s 
financial resources are limited, the staff will often file a written 
statement or, on occasion, present testimony themselves at hearings 
of lesser significance. But ALA is always represented at key hearings 
by an elected member-leader and/or a practicing librarian who is, 
if possible, from the home district of one of the Congressional 
committee members. ALA sometimes joins forces with other library 
organizations, such as ARL or ALISE, with a single witness 
representing two or more groups. Staff characteristically maintain 
a low profile in such public forums as committee hearings, directing 
their energies instead to helping member witnesses prepare testimony 
and following up  with continuing personal contacts with key 
Congressional committee members, committee staff, and senior 
officials of executive branch and independent agencies that are 
important to the library community such as the Government Printing 
Office, the Department of Education’s Office of Educational Research 
and Improvement, and the National Commission on Libraries and 
Information Science. 
A 1985 Wilson  Library Bulletin profile of ALA Washington Office 
Director Eileen Cooke highlights four principles that may be said 
to characterize the ALA lobbying style. In addition to reliance on 
members to contact their legislators personally about matters that 
are important to libraries, both the profile and Cooke’s own published 
advice about effective lobbying for libraries emphasize the 
nonpartisan or bipartisan nature of the library lobby, the importance 
of ALAS role as a reliable provider of accurate information to members 
of Congress, and the predominantly educational role of the 
Washington office staff, not only with Washington policy makers, 
but also with ALA leaders, rank and file members, and even ALA 
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staff who may need orientation to the mysteries of the legislative 
process (Deitch, 1985, pp. 400-02, 431). 
ALAS overall success as chief federal library lobbyist may be 
accounted for in part by the consistent emphasis that its Washington 
staff places on the informational function. The office’s 1975 mission 
statement notes with pride that: 
because of the establishedreputation of the American Library Association 
as a primary resource for information concerning library matters, i t  is 
extremely rare for the Association to initiate contacts with Members of 
Congress. Rather, the Association is viewed and used by Congress as 
a primary resource for information concerning libraries and library 
service. (“The ALA Washington Office,” 1975, p. 2) 
This self-characterization may be compared to Hamm’s (1983) 
observation about the importance of lobbyists to legislators as 
information resources. He reports that “a greater percentage of 
legislators and their assistants indicate that lobbyists, rather than 
the administration, are more important as an information source 
for committee work” (p. 388). 
Cooke (1989) has summarized the philosophy and style of the 
ALA Washington office under the rubric “persistence, persuasion 
and planning” (p. 164). Her own career demonstrates the significance 
of staff experience as a valuable organizational lobbying resource. 
In 1994, she will celebrate her thirtieth anniversary as a member 
of the ALA Washington office staff. Indeed, the entire Washington 
office professional staff of three (excluding the postmaster’s intern 
who is appointed for a limited term) exemplifies longevity, dedication, 
flexibility and patience in pursuing legislative and policy goals. 
Congressman Major Owens (1990) reaffirms the need for patience 
andpersistence, noting that “at the federal level, the ideas and concepts 
must have a long gestation period. Decades sometimes pass between 
the time a legislative concept is launched and the date of final passage” 
(P. 23).
Owens (1990) also notes the importance of consistency in the 
library community’s legislative stance, both over time and across the 
spectrum of the profession. Given the crowded Congressional agenda 
and the intense competition for the time and attention of members, 
the slightest sign of disagreement among the several sectors of the 
library community will instantly cause a legislative advocate to 
redirect his or her attention to another special interest. Owens (1990) 
shares the emotionally charged personal experience of “the 
devastating impact of. .. internal division” when two of three national 
library associations (ARL and SLA) failed to support Owens’s 1987 
bill to require that the qualifications for the position of Librarian 
of Congress include training and/or experience as a professional 
librarian. The consequence, says Owens candidly, was that “the bill 
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was doomed for the foreseeable future ...and the credibility of a major 
Congressional library advocate was damaged by the official display 
of disunity among those he sought to represent” (pp. 27-29). 
THELESSONSOF WHCLIS-1 
The discussion of the Library Services to Indian Tribes and 
National Periodicals Center initiatives in this section is based largely 
on the author’s participation in both the preparatory work leading 
to the first White House Conference on Library and Information 
Services and in the conference itself as an official delegate. This has 
been supplemented by interviews with Eileen D. Cooke, director of 
the ALA Washington office, and with Ray Fry, senior advisor for 
Library Programs, Office of Educational Research and Improvement, 
U.S. Department of Education both on February 12, 1991 as well 
as a review of documents relating to library services to Indian Tribes 
in the files of the Office of Library Programs. 
The National Indian Omnibus Library Bill 
The final section of this article examines the fate of two library 
legislative initiatives that were major agenda items at the first White 
House Conference on Libraries and Information Service. We will 
first consider one of the few resolutions adopted by the delegates 
to the 1979 White House Conference on Library and Information 
Services that ultimately became law. Title IV of the Library Services 
and Construction Act, as amended in 1984, provided set aside 
categorical funding for library services to Indian tribes and native 
Hawaiians. Specifically, the Library Services to Indian Tribes 
amendment set aside 2 percent of appropriations for Titles I, 11, and 
I11 of LSCA for this purpose. 
From this author’s perspective as a delegate to the 1979 White 
House Conference, the success of the Indian Tribes resolution 
represented a case study in single issue politics and a triumph of 
political organization. It is first necessary to recall that the decade 
of the 1970s was a period of continued social emphasis on ethnic 
and racial equality and of increased public sensitivity to cultural 
diversity. Second, the interest of the National Commission on 
Libraries and Information Science (NCLIS), especially of Com-
missioner Bessie B. Moore and Associate Director Mary Alice Hedge 
Reszetar, in the unmet library service needs of American Indians, 
assured that this issue would be high on the 1979 White House 
Conference agenda. Ray Fry and Frank Stevens, of what is now the 
Office of Library Programs (OLP) of the Department of Education, 
were early advocates for improved library services to Indian tribes. 
The OLP had funded numerous institutes for American Indian 
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librarians under Title II-B of the Higher Education Act of 1965, thus 
creating a cadre of Indian library leaders who understood not only 
the library and information needs of their clients, but also how to 
pursue federal funding for those needs through the mechanism of 
the White House Conference. Important as well were the interest, 
advice, and commitment of Virginia H. Mathews, an acknowledged 
leader in the national and ALA library communities and herself a 
native American. 
NCLIS initiated a series of hearings on library services to 
American Indians in 1974. This was followed by formation of an 
NCLIS subcommittee on American Indian Libraries and later by the 
founding of the American Indian Library Association (AILA) at the 
June 1979 ALA annual conference immediately preceding the White 
House Conference. AILA sought and was granted affiliate status with 
the American Library Association and ALA subsequently provided 
secretariat services at no charge to AILA through the ALA Office 
for Library Outreach Services (OLOS). 
Of particular significance was the provision made by NCLIS 
for a special pre-White House Conference for Indian Tribes, similar 
to the state and territorial governor’s conferences but national in scope. 
It was held in Denver, Colorado, on October 19-22, 1978, some eleven 
months before the first White House Conference. The commission’s 
rationale was “to insure that the needs and ideas of the on or near 
reservation American Indian community would be elicited along with 
those of state groups at the national White House Conference” (Center 
for Information and Library Services, 1982, p. 2). This pre-conference 
was described as “the first known Indian meeting concerned with 
library and information services.” ALA was represented not only 
by such member leaders as Mathews, but also by the then director 
of OLOS, Jean Coleman (Center for Information and Library Services, 
1980, pp. 2-3). 
Resolution number 1, adopted by the delegates to the Denver 
Conference, proposed a National Indian Omnibus Library Bill to 
be administered by the Office of Library and Information Services 
of the Department of the Interior. The rationale for this new 
legislation was provided in a background paper prepared by Virginia 
Mathews (1978) for the pre-conference. She noted both the “federal 
government’s trust responsibility to provide funds for library and 
information services in lieu of local and state taxes that are not 
collected on trust lands,” as well as the special problems of state 
library agencies in both establishing eligibility for Indian tribes to 
receive LSCA Title I grants and in communicating with the tribes. 
Her paper further asserted that: 
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the chief problem of LSCA-I is that it is intended to supplement local 
and state funds for public library support. Despite the best efforts of 
federal and many state library officials, LSCA-I funds cannot be stretched 
to support a full range of library and information services in all Indian 
communities on or near reservations. This can only be solved by the 
provision of basic operating funds from the Federal level for library 
and information services on trust land. (pp. 1, 5-6) 
At WHCLIS-1 in Fall 1979, the American Indian delegates 
performed a tour de force in successfully lobbying the delegates to 
support the concepts embodied in the National Indian Omnibus 
Library Bill. ALA supported the proposal, and, indeed, then ALA 
presidential candidate E.J. Josey testified in March 1983 on behalf 
of the New York State Library in support of the LSCA amendment 
that converted Title IV from Older Readers Services, which had never 
been funded, to Library Services for Indian Tribes. Two days after 
Josey’s testimony, Laura Chodos of New York also testified in general 
support of LSCA reauthorization on behalf of the White House 
Conference on Library and Information Services Task Force 
(WHCLIST), the representative group of delegates officially charged 
by NCLIS to follow up on, and seek implementation of, WHCLIS- 
1 resolutions. 
In October 1984, with then Congressman Paul Simon of Illinois 
and Senator Daniel Inouye of Hawaii as its champions, Congress 
enacted the new LSCA Title IV as part of the LSCA Amendments 
of 1984 that were subsequently signed into law by President Reagan. 
The report of the Senate Committee on Labor and Human Resources 
notes in support of the proposed LSCA amendments that “the 
delegates to the White House Conference on Library Services and 
Information Science [sic] made a strong recommendation to Congress 
that direct services to Indians living on or near reservations be 
provided for under the Library Services and Construction Act” (U.S. 
Congress, Senate Committee on Labor and Human Resources, 1984, 
pp. 7-8). 
While enactment of the original Library Services Act took more 
than a decade, less than six years elapsed between the first public 
proposal of categorical aid for library services to American Indians 
and its enactment. How is it that the library service to Indian tribes 
resolution received such prompt and favorable Congressional 
attention? Several factors appear to have been at work. First, while 
it was perhaps not the library community’s highest WHCLIS-1 or 
legislative priority, Title IV was noncontroversial and had no 
significant opposition from librarians. Second, it required no new 
funding since funding was set aside from existing LSCA au-
thorizations. Third, it was supported by state librarians, who, while 
they were the only group that stood to lose financially from enactment 
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of the new Title IV, would have found it extremely politically incorrect 
to have opposed it publicly. Moreover, at least some chief state library 
officers and library development directors were concerned and 
embarrassed by the general inability of their agencies to identify and 
serve their potential Native American clientele, as Mathews’s pre- 
conference position paper suggested. Fourth, the legislation had 
powerful champions in both houses of Congress. But the most 
important factor in the success of this legislative initiative was 
effective situational leadership by a small number of strategically 
placed library leaders who provided astute political guidance to the 
American Indian library community on how to negotiate the structure 
of the White House Conference successfully by organizing grass-roots 
support. 
The National Periodicals Center 
Twelve months before the first White House Conference on 
Library and Information Services, a resounding endorsement of the 
proposal to create a national periodicals lending library with federal 
funds seemed certain to be among the conference’s principal 
legislative outcomes. All of the predictive indicators of legislative 
success for the NPC appeared to be in place. 
NCLIS, under the leadership of its then Executive Director 
Alphonse Trezza, and with the support of the Council on Library 
Resources, the Center for Research Libraries, and the Association 
of Research Libraries, had earlier established a task force to plan 
for a National Periodicals System as part of a proposed national 
library resource sharing network. A 1974 ARL report by Palmour 
recommended establishment of a single national periodicals center, 
modeled on the highly successful British Library Lending Division, 
and proposed the Center for Research Libraries as the most logical 
site. This was followed by a 1977 NCLIS report, Effective Access 
to Periodical Literature: A National Program, which suggested the 
Library of Congress as the appropriate organization to develop, 
manage, and operate a national periodicals center. A year later, the 
Council on Library Resources weighed in with a Technical 
Development Plan for the NPC (Palmour, 1974; Task Force on a 
National Periodicals System, 1977; Council on Library Resources, 
1978). Well before WHCLIS-1, enabling legislation had been 
introduced in Congress in the form of a proposed NPC funding 
amendment to the Higher Education Act of 1965. 
At the Fall 1978 University of Pittsburgh Conference on “The 
Structure and Governance of Library Networks,” which was co- 
sponsored by NCLIS as an official “theme” WHCLIS pre-conference, 
the proposed NPC was a central focus of discussion (Kent & Galvin, 
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1979, pp. xv-xvi, 8,226). It continued to have Trezza’s strong personal 
commitment, but early storm warnings began to appear on the horizon 
with the Carter Administration’s 1978 appointment of a new activist 
NCLIS chair, ,Charles Benton. Concerned about complaints by the 
private sector information industry that the commission, the White 
House Conference planning process, and the proposed NPC all 
reflected excessive public sector and library domination, Ben ton set 
out to convince the private sector that its views would be heard by 
the commission. One consequence was the almost complete 
operational separation of the NCLIS staff from the newly recruited 
WHCLIS-I staff. Another was the departure of Trezza in 1980 from 
the position of NCLIS executive director. A third was reconsideration 
of the commission’s support for the NPC in the form of a new NCLIS- 
commissioned study carried out by the distinguished consulting firm 
of Arthur D. Little, Inc. The resulting report, which appeared in 
October 1979 just before the White House Conference, raised 
significant questions about the appropriateness and the timeliness 
of the NPC design (Arthur D. Little, Inc., 1979). 
Concurrently, beginning at an NCLIS-sponsored “open hearing” 
in March 1979, serious objection to the NPC began to be voiced 
publicly by some sectors of the publishing community. By the time 
of the White House Conference, their objections had even reached 
the ears of Senator Jacob Javits who, along with Senator Claiborne 
Pel1 and Congressman William Ford, had been counted on as 
Congressional advocates for the proposed Title 11,Part D amendment 
to the Higher Education Act that would authorize federal funding 
for an NPC. 
The publishers’ concerns centered, as they had with the 
incorporation of fair use photocopying in the 1976 revision of the 
copyright law, on the potential loss of both library and individual 
subscription revenues that would likely result from enhancing the 
infrastructure for library resource sharing of journals. The research 
library community found itself engaged in open hostilities, not only 
with commercial publishers, but also with scholarly and not-for-profit 
publishers such as the Audubon Society who depended on journal 
subscription revenues for support of other organizational activities. 
During the six months immediately prior to WHCLIS-1, some of 
the initial ardor for the NPC began to cool at the prospect of what 
has been characterized by one very knowledgeable participant as “a 
monumental copyright problem” (E. D. Cooke, personal com-
munication, February 12, 1991). 
At the same time, some influential leaders within the American 
Library Association were beginning to recognize the likelihood that 
the White House Conference would not serve as the hoped for 
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launching platform for a massive infusion of new federal dollars 
to support local library service. The combined financial impact of 
defense and domestic entitlement programs, along with debt service 
for a mounting federal deficit and rampant inflation, was turning 
the original optimistic expectation that the White House Conference 
would assure that the federal gravy train would stop daily at the 
“library” station into a guarded pessimism. With so little prospect 
of new money being available for discretionary funding of innovative 
domestic programs, any new Congressional library legislative 
initiatives might well prove to be a zero sum game for libraries. 
Specifically, the fear was that the NPC, which was widely regarded 
by those outside the research library community as a program that 
would benefit only research libraries, might be funded through 
reallocation of existing federal library dollars and reduced 
appropriations for existing library categorical aid programs (Cooke, 
1990, p. 222. She points out that, by 1990, 69 percent of the federal 
budget was committed to the combination of defense and entitlement 
programs). 
Consequently, support for the NPC among librarians, especially 
public and school librarians, began to erode rapidly in the months 
immediately preceding WHCLIS-1. This became painfully evident 
at the hearings relating to the NPC that were held during the White 
House Conference. Those members of Congress who were present 
at WHCLIS-1 began to recognize the telltale signs of an absence of 
unity among their librarian constituents with respect to the NPC. 
Nonetheless, the new Title II-D was added to the Higher 
Education Act by Congress in October 1980 as part of the 
reauthorization of HEA. However, the Senate Labor and Human 
Resources Committee report that accompanied the 1980 education 
amendments termed the proposal to create an NPC “one of the most 
controversial issues to confront the Committee.” “The need to expand 
and speed access to periodical literature is clear,” the committee 
reported. But it also noted that “an effective and economical solution 
to meet that need is less readily apparent” (U.S. Congress, Senate, 
Committee on Labor and Human Resources, 1980, pp. 13-14). This 
final comment indicated that Senators were aware of the disagreement 
within the library and the larger information communities about 
the appropriateness of applying the British Library Lending Division 
model to the very different geography of the United States. Members 
of Congress were also aware of the unresolved copyright issues and 
of some fundamental technical questions raised by the A.D. Little 
study about optimal NPC design. The NPC proposal increasingly 
came to resemble Price’s “salience/conflict” model, described earlier 
in this article. Even to some of its strongest professional and citizen 
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advocates, the NPC had come to look like a program that, at best, 
would serve only a relatively small bibliographical and scholarly elite 
in research universities and that, at worst, might prove both an 
operational failure and a leading candidate for one of former Senator 
William Proxmire’s infamous Golden Fleece Awards-i.e., a classic 
instance, i t  would seem, of high conflict and low salience. 
Consequently, the addition of Title II-D to the Higher Education 
Act proved to be a Pyrrhic victory for the proponents of an NPC. 
Authorization was provided only for further design and feasibility 
studies at a maximum cost of $750,000. The Title II-D amendment 
carried the added Congressional caveat that no funds could be 
authorized or appropriated for Part II-D unless appropriations for 
the existing categorical library aid programs within the Higher 
Education Act (Parts II-A, II-B, and II-C) were at or above the FY 1979 
appropriations level. The NPC was clearly an idea whose time had 
come-and passed (Education Amendments of 1980,201). 
Time may yet prove that the design of the NPC was indeed 
fundamentally flawed. It is always possible that its demise was 
nothing more than yet another triumph for the innate wisdom of 
the group that i s  the cornerstone of the democratic form of 
government. Yet the problem of escalating journal prices is even more 
serious for libraries of all types in 1992 than it was in 1979. Current 
proposals for such far-reaching modifications of the scholarly 
communication system as online, on demand, electronic journal 
“publishing” immediately face the seemingly insuperable obstacle 
of the cost of building a new national infrastructure for disseminating 
the contents of the traditional print scholarly journal. Had an NPC 
been created in 1980, that needed infrastructure might now be in 
place, the problem of developing alternative modes of compensation 
for authors and copyright proprietors would at least have been 
addressed if not resolved, and a systematic program to assure the 
physical preservation of the journal portion of the common 
intellectual heritage could be underway. 
Why did the NPC literally “die aborning”? Possibly because its 
potential Congressional champions had developed an instinctive 
ability to recognize, and to avoid as the plague, legislative initiatives 
of the “low salience/high conflict” variety and/or those about which 
the sponsoring interest group was in less than unanimous agreement. 
I t  failed very probably as well because its proponents were unable 
to build grass-roots support systematically and failed to recognize 
signs of erosion of the constituent support base. Almost certainly: 
(1) because of a leadership shift both at the National Commission 
and in  ALA, (2) because NPC advocates underestimated the 
importance and the influence of opponents in the information 
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industry, and (3) because basic issues such as copyright and NPC 
design were addressed both minimally and in a seemingly cavalier 
fashion. Parenthetically, many of these same observations might be 
made about the current state of proposals for a National Research 
and Education Network (NREN). Finally, despite the claim of NCLIS 
that “twenty-two of the sixty-four [WHCLIS-11 resolutions are 
addressed in full or in part by the new LSCA,” it seems that the 
profession’s national agenda for WHCLIS-1 was unrealistically 
ambitious for a time of federal fiscal austerity. Items like an NPC 
(or an NREN) can easily be lost in an unprioritized sixty-four item 
set of White House Conference resolutions (U.S. National 
Commission on Libraries and Information Science, n.d., p. 48). 
ALA AS LOBBYIST: LIMITATIONS,STRENGTHS, 
FUTUREPROSPECTS 
The American Library Association today exemplifies many of the 
characteristics that are regarded as indicative of success in lobbying 
and in influencing national information policy. Among these are the 
size of the ALA membership, both as an absolute number and as a 
function of the total domestic library profession. The association also 
possesses substantial financial resources as a consequence of a highly 
diversified revenue stream, while retaining intact its tax exempt status. 
The centerpieces of its legislative program, LSCA and HEA Title 11, 
are valued by the field far beyond what might be expected given their 
relatively small dollar base. The tendency to parcel out the limited 
federal dollars in the form of many small grants, coupled with the 
very narrow discretionary range in most library budgets, results in 
a large programmatic return on a very small federal investment. 
The categorical library aid programs exemplify as well, in their 
management at both federal and state levels, the fundamental precept 
of political survival that it is better to have many friends who are 
slightly indebted to you than to have only a few friends who owe 
you a lot. Similarly, having a broad array of legislative and 
programmatic interests at the federal level carries with it the self- 
protective mechanism that all of the profession’s legislative eggs do 
not reside in a single basket. 
ALA has a strong and effective grass-roots lobbying network in 
place along with a superb Washington office staff that is well schooled 
in maintaining a low public profile vis-P-vis member leaders. 
Continuity in staffing the Washington office not only puts the 
important resource of many years of successful lobbying experience 
at the disposal of the ALA leadership, but it also assures continuity 
and persistence in pursuing clearly defined long-range legislative and 
policy goals. 
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Every organizational strength, if carried to an extreme, becomes 
a potential weakness. Some have criticized the ALA legislative 
program for failing to keep pace with changes both in libraries and 
in the larger information world. Categorical federal aid programs 
such as LSCA and HEA have been unfashionable with presidents 
and their budget directors for more than two decades. To some, LSCA 
and HEA reflect a legislative philosophy of the 1960s rather than 
of the 1990s. In the calls for expanded programs of federal categorical 
library aid that have emerged from the current round of pre-White 
House governor’s conferences, one discerns both a seeming absence 
of political astuteness and what that legendary wordsmith Yogi Berra 
once termed “deja vu all over again.” 
ALA has not yet fully established itself as a major organizational 
“player” in the larger Washington arena of ongoing debate on the 
full range of issues of information and public policy. Its legislative 
and policy interests are still perceived in some quarters of the 
Washington community as narrowly partisan and as exclusively 
focused on traditional “library” issues. The  absolutism and 
accompanying rigidity of some ALA legislative and information 
policies ignores the reality that politics is the art of compromise, and 
that flexibility and a willingness to negotiate and compromise are 
essential. Even more distressing is the association’s continued inability 
to subject some of its longstanding and absolutist policy positions, 
such as its policy statements opposing fees for library services and 
repeal of the Fairness Doctrine, to even a critical internal review 
(Hodges, 1990, p. 253;ALA, Legislation Committee, n.d., p. 17). 
WHCLIS-2 offers the library community a further opportunity 
to elevate information policy issues to a higher place on the national 
domestic policy agenda. Whether the profession can seize that 
opportunity and exploit i t  to the fullest will depend in part on the 
ability both to replicate past lobbying successes and to learn from 
past failures. 
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Entrepreneurial Leadership 
FREDERICKG. KILGOUR 
ABSTRACT 
THISARTICLE REVIEWS entrepreneurial librarianship of the last 
century and a half and describes entrepreneurial opportunities in 
the foreseeable future involving the transfer from bibliographically 
based librarianship to user based systems. 
INTRODUCTION 
Entrepreneurship is innovation tinged with risk, a factor for 
which people in general have an aversion. Innovation is the third 
of the three principal processes of technological evolution: invention, 
an intellectual event, an idea; development, conversion of the idea 
into something that “runs”; and innovation, the further conversion 
of something that runs into something that “works” and survives 
in the marketplace. In common parlance, any one of these three words 
is often used to represent all three. An entrepreneur is an innovator 
who often carries out all three processes, but i t  is the successful 
completion of the third process, innovation, that earns one the title 
“entrepreneur. ” 
T h e  Nobel Laureate economist, Paul Samuelson (1951), 
distinguishes the entrepreneur “from the bureaucratic executive and 
the manager [librarian] who simply keeps an established business 
running” (pp. 594-95). He writes that the entrepreneur is “a man 
with a brand-new idea to invent a revolutionary machine or a softer 
soft drink-to promote a new product or find a way to lower costs 
on an old one,” and goes on to say that: “Many economists ...think 
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of profit as the return to innovators, or entrepreneurs....People with 
management skill are bid for in the market place, and like any other 
factor, they move into those jobs where they will receive the highest 
wages. The innovator is different ...he is trying to carry out new 
activities. He is a man with vision, originality, and daring” (pp. 
594-95). But for those who are in a governmental or other not-for- 
profit organization, as are the majority of librarians, there is no profit 
or return to the entrepreneur. So much for entrepreneurship. 
As for leadership, Warren Bennis (1989), University of Southern 
California, has listed a dozen differences between leaders and 
managers, of which the most pertinent for this presentation is: “The 
manager accepts the status quo, the leader challenges it” (p. 45). 
Entrepreneurial leadership challenges the status quo whenever i t  
presents a new idea. 
In published inventories, the qualities of an entrepreneur are 
numerous, but the two most significant are self-confidence and the 
ability to accept risk. The factor of risk is a presence over which 
the entrepreneur has only partial influence, and his colleagues can 
generate much of the risk in a manner far from forthright. The 
entrepreneur may be able to diminish the risk, but i t  may be hard 
for him to neutralize it, much less overwhelm it. The principal risk 
to which the entrepreneur exposes himself he alone begets. That is, 
the risk, inherent in any enterprise, that an innovation that has 
satisfactorily progressed to implementation may still result in a 
product or system that fails to work satisfactorily even after extensive 
retrofits. Such failure disables the entrepreneur, and he is constantly 
aware of its threat. 
Self-confidence is a purely personal and multifaceted quality, 
but i t  means essentially that entrepreneurs are confident they can 
do anything they intend to do, specifically that they can solve any 
unforseen problem in the course of development and innovation. 
However, it does not mean that they will always solve it; entrepreneurs 
do fail. 
ENTREPRENEURIALLIBRARIANS 
This section will discuss the entrepreneurial activities of nine 
librarians and of two others who have produced information systems 
of great value to libraries. There were two different environments 
in which these people worked-a new separate organization or an 
existing one. Examples of new organizations are Melvil Dewey’s 
Library Bureau, Eugene Garfield’s Institute for Scientific In- 
formation, and the Online Computer Library Center (OCLC). 
Examples of organizations within which entrepreneurs worked 
successfully are the British Museum Library of the 1830s and 1840s, 
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the Library of Congress at the end of the nineteenth century, and 
the Lockheed Corporation. 
Antonio Panizzi (1797-1879) has been accurately described as 
having reinvented the British Museum Library. He was appointed 
an assistant librarian in 1831 and literally fought his way u p  to 
principal librarian in 1856, “reinventing” on the way. His other major 
accomplishment was his Rules for the Compilation of the Catalogue 
(1841), universally known as “Panizzi’s 91 rules.” These rules have 
lived on via Jewett (1852), Cutter (1876-1904), the Anglo-American 
Rules of 1908, the A.L.A Cataloging Rules of 1949, to the present- 
day Anglo-American Cataloguing Rules. 
Charles Coffin Jewett (1816-1868) appended to his Catalogue of 
the Library of Brown University (1843) an “Index of Subjects” 
arranged alphabetically so that i t  would be “convenient to the class 
of persons who will use this library” (Jewett, 1843, p. xx). As Charles 
Ammi Cutter (1876) put i t  nearly a quarter-century later: “Mr. Jewett 
was thinking more about those who are seeking information than 
those who are searching for a book” (p. 539). The “Index of Subjects” 
was the first structured subject heading arrangement, and Jewett (1843) 
apparently succeeded in promoting his innovation over “the 
bibliographic systems which have been proposed” (p. xx). It was 
a major contribution toward a full author-title-subject dictionary 
catalog. 
On 11 February 1847, Jewett accepted appointment as librarian 
and assistant secretary of the Smithsonian Institution which was just 
getting underway. Jewett’s goal was to build up  the Smithsonian 
library to be the “national library.” He also envisioned an alphabetical 
union catalog of libraries in the United States so that “every student 
in America would have the means of knowing the full extent of his 
resources for investigation” (Harris, 1975, pp. 100-01). The catalog 
was to be maintained as “stereotyped titles” which could be selected 
to print the bookform catalog for each participating library. The 
catalog, however, was not to be. 
The scientists of the country were solidly opposed to the “big 
library” idea and not surprisingly preferred that the Smithsonian’s 
income be spent in support of scientific activities. The scientists won 
out, and support for Jewett’s plan was diminished. Unfortunately, 
Jewett reacted in such a way as to be insubordinate and was “removed” 
from his position in January 1855. His national library plan could 
have been enacted, but the stereotype technology of his union catalog 
would never have worked. 
What did work was his “Rules for Preparing Catalogues,” which 
he “founded upon those adopted for the compilation of the catalogue 
of the British Museum; some of which are, verbatim, the same” 
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(Harris, 1975, p. 135). He realized, as has everyone else who has 
designed a union catalog comprising the catalogs of many libraries, 
the “minute and stringent rules become absolutely indispensable, 
when the catalogue of each library is, as upon the proposed plan, 
to form part of a general catalogue. Uniformity [he often italicized 
this word] is, then, imperative” (Harris, 1975, p. 135). He cautioned 
that: “Nothing, so far as can be avoided, should be left to the 
individual taste or judgement of the cataloguer” (Harris, 1975, p. 
135). Jewett’s rules were used for the next quarter-century and 
contributed to the rules of Charles Ammi Cutter which replaced 
Jewett’s rules beginning in 1876. 
William Frederick Poole (1821-1894) published A n  Alphabetical 
Index to  Subjects Treated in T h e  Reuiews and Other Periodicals to  
which no Indexes Have Been Published (1848) at the end of his junior 
year in Yale College. It was the first index of magazine articles and 
was designed originally to help students find information primarily 
to support a position in a debate. Poole was working his way through 
Yale as an assistant librarian of the student-supported Brothers of 
Unity Library; Yale did not permit freshmen and sophomores to use 
the college library and junior and seniors had to pay a fee. Brothers, 
like most libraries of the 1840s, had a closed stack so that obtaining 
an article was a feat of memory involving both students and staff. 
Articles in the index, arranged entirely under catchword subjects, 
greatly increased the usability of the library. 
Poole went through the full process of innovation: the idea of 
such an index, the development of a manuscript catalog for use within 
the library, and revision and expansion of the catalog for publication. 
His risks were lowered grades-which occurred-and exhaustion, 
which was thought to have caused the death of another Brothers 
indexer several years later. 
The 500 copies of the first edition of the index must have sold 
out rather rapidly, for a second edition appeared in 1853. The third 
edition of nearly 1,500 pages, a major contribution to libraries, was 
published three decades later in 1882. Poole had not put up  any 
money to support the first two editions, but he bought the plates 
of the third edition for more than $6,000. It is doubtful that he ever 
recovered all of this investment. A five-year supplement appeared 
in 1888 which ended Poole’s association with the index. However, 
five-year supplements appeared in 1893, 1897, and 1903, and in 1908 
the fifth and last supplement appeared. A new printing technology, 
which allowed the H. W. Wilson Co. to put out frequently cumulated 
issues of the Reader’s Guide t o  Periodical Literature, caused the 
demise. In a very real sense, Poole’s pamphlet of 1848 is the forerunner 
of the H. W. Wilson’s family of indexes. 
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Melvil Dewey (1851-1931) is the entrepreneurial librarian par 
excellence; he is prominent without peer. His first triumph was the 
creation in 1873, while a junior at Amherst College and an assistant 
in the library, of the first narrow classification scheme, now known 
worldwide as the Dewey Decimal Classification (DDC); Amherst 
College published the first edition in 1876 (Dewey, 1876), retaining 
150 copies for the college and giving fifty copies to Dewey (Vann, 
1978, p. 33). This first edition had forty-four pages; the twentieth, 
published in 1989, comprised four volumes. 
Also in 1876, Dewey participated in the establishment of the 
American Library Association (ALA), which is now over 50,000 
strong, and Library Journal, now in its 116th volume, and founded 
the Library Bureau, long a supplier to “libraries with everything 
they need except books” (Library Bureau, 1902, p. 7). It was Dewey 
and his Library Bureau who “fostered acceptance of the size of the 
catalog card (7 1/2 X 12 1/2 cm) currently being used” (Vann, 1978, 
p. 35). This standardization was signally important, for i t  enabled 
interchangeability of cards among catalogs in different institutions, 
thereby restoring the interlibrary flow of cataloging information that 
had existed in the era of printed bookform catalogs. 
Dewey produced a plan for library education in 1879 but was 
not able to obtain support for i t  from libraries before 1883. It was 
not until January 1887 that he was able to open his School of Library 
Economy at Columbia University where he had been appointed 
librarian in 1883. Twenty students enrolled, seventeen of them 
women-in a university whose trustees were opposed to having 
women in the student body. In November 1888, the trustees suspended 
Dewey as librarian, and he resigned the following month. In January 
1889, he became director of the New York State Library in Albany 
and secretary and treasurer of the Board of Regents, which 
immediately approved Dewey’s plan for a library school. In March 
1889, Columbia transferred the school to Albany where i t  remained 
until 1926. At that time it was moved back to Columbia where it 
has remained until the present but is currently in the process of 
being transferred again. 
Dewey’s library school was also a first. The German librarian, 
Albert Predeek (1947), described it as “the first library school in the 
world” (p. 125), although fifteen years earlier another German 
librarian, Alfred Hessel (1955), wrote: “Formal courses in li-
brarianship were started at the University of Gottingen in 1886, being 
given by the eminent librarian Karl Dziatzko. A year later Melvil 
Dewey established the first library school in the United States” (p. 
123). Neither Dziatzko nor Dewey knew of the other’s teaching 
activities-a clear case of “simultaneity.” 
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No other librarian has yet challenged Dewey’s innovative 
contributions: (1) narrow subject classification; (2) standardization 
of the 75 X 125 mm catalog card; (3) establishment of the first major 
library school; (4)establishment of the first supply house for library 
“furniture, equipment and supplies”; and major participation in the 
foundation of ALA and the first library journal. 
Dewey’s extraordinary achievements crowned the technical 
advances of nineteenth-century librarianship-Panizzi’s cataloging 
rules; Jewet t’s subject headings; Poole’s article indexing; and Dewey’s 
own DDC, standardized catalog card, and library school. Li-
brarianship was based on these advances for a century. 
In 1901, Herbert Putnam (1861-1955), appointed Librarian of 
Congress only two years earlier, initiated distribution of the library’s 
cataloging data on printed 75 X 125 mm cards, a program that 
dramatically reduced expensive duplicate cataloging. For a quarter 
century, librarians had suggested, even pleaded for, some kind of 
cooperative or centralized cataloging; at least eighty-eight pub- 
lications on these two topics appeared in the United States and abroad 
between 1876 and September 1901 when Putnam announced LC’s 
being “ready to undertake to supply cards direct to any subscribing 
library” (Jahr & Strohm, 1903, p. 89). 
In 1876, Charles Ammi Cutter (1876), discussing the plight of 
the printed catalog, said that i t  “cannot contain the newest books, 
the very ones most sought for ....The card catalog has no such 
difficulty” (p. 554). The card catalog, existing in only one copy, did 
not allow the flow of cataloging information from one library to 
other libraries, particularly for the “newest books.” On the other 
hand, 20,636 printed bookform catalogs had been sold or given away 
by fifty-seven libraries from 1860-1875 (Cutter, 1876, pp. 568-71). 
During the last half of the nineteenth century, the development 
of the card catalog was of major importance to libraries, but the 
only entrepreneur who made a significant contribution was Melvil 
Dewey with his standardization of cards. Long before 1850, librarians 
in America and Europe maintained a file of “title-slips” that recorded 
works added to the collection after the most recent printing of the 
bookform catalog. Gradually these title-slip catalogs moved out of 
the workroom into a public area, often with the librarians protesting 
that only they should be allowed to use them and the users demanding 
access to the “newest books.” These newest books were not just books 
published in recent weeks or months, but often in the years, or even 
decades, since the last printing of the catalog. 
Title slips were pasted onto cards of many dimensions; next, 
the latest printings of the catalog were cut up  and pasted; and finally 
a cabinet maker was summoned to build a case of drawers to hold 
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the unique size of cards chosen by the library. The result was not 
always a happy one. In 1881, the Boston Transcrifit (“The Astar 
Library,” 1881, p. 259) scolded libraries that maintained a card catalog, 
writing that as far as a user was concerned “it has wasted more of 
his time in the invention of becoming epithets in its condemnation 
than he has given to the books consulted through its use.” 
In the summer of 1876, Otis H. Robinson (1876), professor and 
librarian of the University of Rochester, told a group of academic 
librarians meeting in July in Albany that he had visited “several 
of the large libraries in New England [and] all were busy making 
cards” that “were found to contain substantially the same thing.” 
He urged cooperation based on the cataloging done “by men of 
experience at great libraries” (p. 114). 
The next quarter-century witnessed continued discussion, three 
plans that were never developed (Ranz, 1964, p. 98), and three failed 
implementations. At the 1877 meeting of the ALA, it was suggested 
that publishers should print, in each copy of a book, title-slips 
containing catalog entries that could be cut out and used by libraries- 
a suggestion on which R. R. Bowker, one of the best friends libraries 
have ever had, was constrained to observe “that publishing books 
is a business and not philanthropy” (Library Journal, 1877-1878,p. 
33). Nevertheless, in 1882, Henry Holt and Company did include 
in some of its books a catalog entry sheet for librarians to “take 
out carefully” (e.g., Kemble, 1882), but apparently they discontinued 
the practice almost immediately. In 1894, the Library Bureau began 
a cataloging service that required a library to subscribe to every card 
printed, but the bureau had difficulties in obtaining books from 
publishers. On 1 October 1896, the service was transferred to ALA, 
which initiated a procedure enabling libraries to order cards for 
specific titles, but ALA had the same problems with the receipt of 
current books. 
Construction of a new and separate building to house the Library 
of Congress (1897) and the appointment of Herbert Putnam as 
librarian in 1899 gave many American librarians an opportunity to 
plead anew for the Library of Congress to make available its cataloging 
data. Putnam heeded them, traveled around the country to hear others, 
and became sure, albeit not certain, that a cataloging service would 
be a contribution to libraries. He wrote, “it must be understood, 
however, that we are justified in entering upon this undertaking 
only in case i t  presents a reasonable probability of success” (Edlund, 
1978,p. 395). The three elements he saw as essential for success were: 
(1) counsel and advice from ALA; (2) assistance from Publishers 
Weekly to obtain recent books; and (3) a guarantee that a possible 
deficit occurring in the first year could be met. The two major risks 
464 LIBRARY TRENDWWINTER 1992 
were that the demand for the service would be too small to make 
it  financially viable and that the library would not receive books 
soon enough to provide the service in a timely manner. Putnam 
activated the service at the end of 1901 despite the half-dozen failures 
of similar ventures in the previous quarter century. He surely realized 
that, should it  fail, the failure would be his and would be spectacular. 
R. R. Bowker personally made $1,000 available to offset the 
possible first-year deficit, and Congress wisely insisted that the expense 
of card production and distribution should be offset by a charge to 
libraries at cost plus 10 percent. Putnam appointed as head of the 
Card Division Charles H. Hastings, who remained in that position 
until he retired in 1938, a year before Putnam. Putnam was fortunate 
in having Hastings, for he was a man of unbelievable loyalty to 
his division and “its outside library world.” One former LC cataloger 
of the early twentieth century visited the library in the 1930s and 
wrote of Hastings to Putnam: “He is still working twenty-four hours 
a day, eight days a week, so they say, just as when he first organized 
his section” (Edlund, 1976, p. 401). In the last decade of Hastings’s 
career (1928-1938), libraries were often unable to pay promptly so 
that the risk of deficit, which Putnam had feared only as a start- 
up  event, appeared annually-a type of deficit that could cumulate 
into bankruptcy. Toward the end of each fiscal year, Hastings 
negotiated a personal loan for as much as $5,000 (probably as much 
as his yearly salary) from the National Capital Bank “to meet the 
remaining payrolls for the year” (Edlund, 1976, pp. 409-10). Later 
the library would reimburse him, but apparently i t  was Hastings 
who paid the interest on the loans. Fortunate indeed is the 
entrepreneur who possesses this kind of risk insurance. 
In the same year in which he started the Card Division, Putnam 
also launched what later became the National Union Catalog (NUC), 
which operated in the Card Division under Hastings until 1926, 
although i t  was not until 1932 that the NUC “became a formal 
part of the Library of Congress and began to function under funds 
provided by Congress” (Schwegmann, 1942, p. 231). To construct 
this “national finding list,” Putnam chose to exchange his newly 
available printed cards for cards from other libraries. The Boston 
Public Library, the Harvard College Library, the John Crerar 
Library, and the New York Public Library were the original 
contributors. By 1909, four government libraries and the Washington 
Public Library were also contributors, and they were followed by 
the University of Illinois, the University of Chicago, and the 
Newberry Library (Schwegmann, 1942, pp. 229-30). By 1926, the UNC 
contained 1,960,000 cards, not including LC cards; by 1941 there 
were 11,156,211 cards (pp. 230-32). 
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In 1961, LC published in bookform The National Union Catalog: 
A Cumulatiue Author Last. It superseded Library of Congress 
Catalog-Books, Authors, an annual that had followed the printing 
of 167 volumes containing cards issued up until July 31, 1942. The 
printed NUC served the double function of locating titles and, more 
importantly, supplying cataloging information. It appeared after 
Herbert Putnam’s death in 1955, but he surely would have seen it  
as another major triumph arising from his two 1901 entrepreneurial 
decisions. Annual volumes followed the bookform NUC, and in 1968 
LC began the publication of the gigantic long-awaited National 
Union Catalog Pre-1956 Imprints, which finished in 1981 with the 
754th volume. 
The second major library entrepreneur following Melvil Dewey 
was Henriette Avram, who joined the Information Systems Office 
of the Library of Congress in 1965 as senior systems analyst and 
forthwith developed a computerized equivalent of the nearly century 
old catalog card format standardized by Dewey. In addition to 
developing an electronic format for a machine-readable catalog record, 
which became known universally as MARC, Avram brought about 
both the national and international standardization of it. In the past 
two decades, the MARC record has become the one and only vehicle 
for rapid electronic transmission of the cataloging information that 
the world’s dozen library networks transmit to their thousands of 
participants. Most networks maintain their MARC records in online 
union catalogs that provide precise location information, which 
greatly facilitates interlibrary borrowing. 
The author’s entrepreneurial activity began at the Harvard 
College Library with the installation of a McBee Keysort circulation 
system, the first application of edge-notched cards in libraries, which 
was patterned after Ralph Parker’s (1936) IBM 80 column punch- 
card system introduced at the University of Texas to replace the 
inefficient systems Parker described as: “Multifarious files of charges 
arranged by date, borrower, and call numbe r...” (pp. 903-05). There 
were risks for both Parker and Kilgour in replacing systems that 
had worked since the beginning of time, as far as staff were concerned, 
with forms and procedures that staff would not or could not make 
work. Having to return to the former systems-a potential with all 
such innovations-would have been an expensive and disastrous 
experience. However, in 1952, at least forty-one libraries were using 
the Kilgour system (McGaw, 1952, pp. 174-76), and in 1961,173 percent 
of academic libraries were using it  (Fry and Associates, 1961, pp. 
1, 38). Much to the author’s surprise, one still does. 
The author’s next entrepreneurial activity was the development 
and operation, in the Office of Strategic Services (OSS), of the 
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Interdepartmental Committee for the Acquisition of Foreign 
Publications (IDC) established by President Roosevelt in 1941 for 
the purpose of acquiring publications for intelligence purposes from 
enemy and enemy occupied areas during World War 11. As executive 
secretary and acting chairman, he established outposts with staff and 
microphotographic equipment in Stockholm, Lisbon, Cairo, 
Istanbul, New Delhi, and Chungking, where publications needed 
by intelligence agencies were acquired, microfilmed, and transmitted 
to Washington for duplication and distribution-a unique and 
innovative library-like system. Because of the large volume of 
information to be distributed, he established an indexing and 
abstracting service based on specific requests from intelligence officers 
that was the first major operation of its type. IDC, by fulfilling its 
mission, was an entrepreneurial success (Winks, 1987). 
In 1961, the author, along with Ralph T Esterquest (Harvard) 
and Thomas P. Fleming (Columbia), activated The Columbia- 
Harvard-Yale Medical Libraries Computerization Project (CHY), the 
research and development for which was carried out at Yale. This 
first cooperative, computerized library project was designed to have 
cataloging information keypunched to produce catalog cards for each 
of the libraries plus an online union catalog for information retrieval. 
In 1965, a year after the successful development at Yale of the catalog 
card production system, Harvard withdrew from the project thereby 
causing it to collapse. It was a disappointing failure but provided 
the author with valuable experience applicable to the development 
of OCLC. 
David Kaser, writing in the ALA World Encyclopedia, said: “In 
1967 Kilgour was called to what appeared to many at the time to 
be a most unprepossessing assignment but that later proved to be 
a development of great significance to American librarianship, the 
directorship of the Ohio College Library Center (OCLC).” The center, 
which had been proposed by Parker and Kilgour (1965), was 
unprecedented and carried a grave risk of failure, but four years later, 
greatly aided by Avram’s LC MARC record, Kilgour initiated OCLC’s 
online operation. At the end of the five-year period that he had set 
as the time limit in which success or failure would be established, 
OCLC’s online union catalog was electronically supplying libraries 
with cataloging and location information and was clearly on its way 
to achieving its two main goals: (1) to increase the availability of 
library materials to individual users at individual libraries (a service 
enhanced by the subsequent development of the online interlibrary 
loan system), and (2)at the same time to decrease the rate of rise 
of per-unit cost in libraries. 
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In 1976, Kenneth E. Dowlin activated an entrepreneurial 
computer system at Pikes Peak Library District in Colorado Springs, 
Colorado, that combined library operations and online services to 
users. It is the latter part of Dowlin’s system, which he dubbed 
“Maggie’s Place,” that was innovative and therefore of interest here. 
Since 1976 the system has enjoyed two major enhancements and now 
provides users with access to a large number of both internal and 
external databases that are substantive, bibliographic, and directory 
in character. Substantive information sources include child-care 
information, the Academic American Encyclopedia, The Source, and 
Dialog, which has both substantive and bibliographic information. 
Other bibliographic sources are the Research Libraries Information 
Network (RLIN), as well as catalogs of Colorado university libraries, 
and public libraries in Boulder and Denver. Directory information 
includes social agencies, clubs, day-care centers, and transportation 
and other types of schedules. Following its inception, other libraries 
have mimicked Maggie’s Place at least in part. It is important to 
observe that Dowlin’s work is an entrepreneurial departure from 
traditional librarianship and is undoubtedly a forerunner of further 
user-oriented enterprises. 
In general, entrepreneurs innovate to improve supply of library 
materials to users or to improve internal library operations. Of 
enterprises that have already been described, six were user oriented: 
(1) Jewett’s structured subject listing; (2) Poole’s subject indexing 
of magazine articles; (3) Dewey’s narrow subject classification; 
(4)Putnam’s national union catalog; (5) Kilgour’s online union 
catalog and interlibrary loan system; and (6) Dowlin’s multiple source 
information service. Six were operation oriented: (1) Panizzi’s 
cataloging rules; (2) Dewey’s standardization of catalog card format 
and his introduction of librarianship education and supplies for 
libraries; (3) Putnam’s distribution of cataloging information; 
(4)Parker and Kilgour’s punch card circulation systems; (5) Avram’s 
MARC format; and (6) Kilgour’s online provision of cataloging 
information, MARC records for online catalogs, and customized 
printed catalog cards. 
There have been other entrepreneurs closely associated with 
librarianship who have produced innovations important to libraries. 
Two prominent examples are Eugene Garfield, who founded the 
Institute for Scientific Information (ISI) in 1960, and Roger K. 
Summit, who established Dialog Information Systems at the Lockheed 
Corporation in 1965. Both of these organizations have greatly 
enhanced the availability of journal articles. 
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ENTREPRENEURIAL IN LIBRARIESOPPORTUNIT ES 
Librarianship of the 1990s abounds with opportunities for 
entrepreneurship. If libraries are to continue to exist in the twenty- 
first century, their metamorphosis from bibliography to information 
must begin now. A recent British Library study explored “likely trends 
in the ways that information would be generated, handled, stored 
and used in the period up  to the year 2000” (Information U K  2000, 
1990, p. [l]), and found, among many other things, that: “The strategy 
of most libraries emphasize access to information over holdings, and 
budgetary constraints will shift to allow money to move from the 
purchase of books to the purchase of information” (Information UK 
2000, 1990, p. 31). This shift in emphasis alone will require major 
entrepreneurial activity. 
First, the entrepreneurs should have a clear statement of the 
purpose of libraries accompanied by goals to be achieved. No general 
statement exists, but the author has been proposing for several years 
that the purpose of libraries is: “To promote the welfare and 
effectiveness of people by making information increasingly available.” 
Three goals to attain and thereby achieve the purpose are: 
1. provide immediate availability of information in electronic form 
to any user at any time; 
2. increase the scope and quantity of available information; and 
3. provide increasing success to users in obtaining information while 
at the same time reduce rate of rise of library per-unit costs. 
Equipped with this statement of purpose and goals, entrepreneurs 
can then proceed to define objectives to enable attainment of goals. 
While designing the objective, entrepreneurs will reveal gaps in 
existing knowledge of the information needs of users, of the capabilities 
and capacities of technologies, of the availability of types of 
information, and of the capabilities of users. Research will need to 
be undertaken in not only these four areas but more too. Almost 
nothing is known of the data and information that library users extract 
from library materials. However, several helpful studies have been 
done of the number of pages used in nonfiction library books (Gates, 
1987; Prabha et al., 1987; Prabha et al., 1988; Sabine & Sabine, 1986). 
The author has initiated a study program entitled Referenced 
Information Analysis (RIA) and has published a feasibility study of 
the references in four books to other books (Kilgour, 1991). These 
four books contained 5,516 references to other books of which three- 
quarters occupied one page or less of text. Data and information 
come in small dollops. A second unfinished study explores availability 
of referenced direct quotations from books. Eight books were spread 
among: fine arts (2), humanities (3), natural sciences (2), and social 
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sciences (1) and have been analyzed, and it appears that two-thirds 
of their references to other books are direct quotations. Of these two- 
thirds, 50 percent are less than a sentence, 23 percent are one sentence, 
and 28 percent are longer than a sentence. Of the total references, 
29 percent are less than a sentence, 13 percent one sentence, and 
16 percent more than a sentence. These findings will almost certainly 
justify a full-scale study of such quotations to discover regularities 
among them to guide future computerized indexing. 
DESIGNOF A USER-ORIENTEDLIBRARY 
INFORMATIONSYSTEM 
This section presents a model of a user-oriented library 
information system. The major components of such a system are 
users, libraries, publishers, and authors, of which users are the most 
important since they drive the entire system. Studies to determine 
the specific information that users obtain from library materials is 
an absolute necessity for designing a new system; such rationalized 
solutions as “full text retrieval” are useless. If the informational use 
of “all” kinds of library materials is included in such studies, 
presumably all demographic and occupational types of users will 
also be included. It cannot be overemphasized that users and their 
uses of the library are the fundamental component of any user- 
oriented library information system. 
Libraries, as the brokers between suppliers and users of 
information, will have a new function; in the words of the British 
Library study previously mentioned, they “will emphasize access to 
information over holdings.” The study adds: “The more active and 
better resourced parts of the public library service are likely to see 
their most significant role as information management and 
delivery...” (Information UK 2000, 1990,p. 32), but that: 
Academic libraries will be under increasing financial pressure, and the 
numbers of full-time staff will continue to decline, by about a third 
on 1980 levels. Departments will have to finance their own electronic 
access to databases, and academic libraries may gradually become 
marginalized and consequently downgraded to “swotting sheds.” 
(Information UK 2000, 1990, p. 33) 
However, it is the author’s hope that this “downgrading” can be 
avoided by an arrangement whereby academic libraries will possess 
access to databases facilitating access from home and office computers 
to huge central “libraries” of books and journals in machine-readable 
form, thereby readily providing faculty and students with access to 
needed information. Or, as the British Library saw: “Towards the 
end of the decade we may be able to browse electronically in a remote 
library offering electronic borrowing and tele-delivery” (Information 
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U K  2000, 1990, p. 33). The time for such a system seems to have 
already arrived, for a survey of public library users carried out in 
the United States in 1990 revealed that: “More than two-thirds of 
the American public-representing more than 125 million people- 
said that if they had a home computer, i t  would be either ‘very 
valuable’ or ‘somewhat valuable’ for them to obtain online 
information from the public library or a nonprofit service” (Westin 
& Finger, 1991, p. 4). 
The local access databases will be user oriented in design and 
will cater to the user’s information needs and the user’s description 
of his needs and will neutralize such user shortcomings as spelling 
errors. There should be no  charge for accessing this local 
informational database just as there is no charge for a user to consult 
the local library bibliographic catalog; similarly there should be no 
charge to the user for information tele-delivered from a central site, 
just as there is no charge to withdraw a book from a library. 
Access to information at the central site will be provided by 
various information indexes in the local access database that provides 
both subject and known-item approach. Information indexes will 
be constructed for poetry, short stories, novels, as well as for nonfiction 
works. In the case of nonfiction, some now lack indexes necessitating 
rhe generation of one; some have partially effective indexes, which 
will need to be enhanced; and some have such ineffective indexes 
as to make it  necessary to replace them. 
The technological hardware and also much software seem to 
be available for the operation of a library information system, but 
i t  is more than likely that the initial system design will reveal gaps- 
negative entrepreneurial gaps, so to speak. Much of the time, however, 
the entrepreneur should know about missing information before 
undertaking the program planning that precedes the actual system. 
In the case of the model being presented here, it is already evident 
that too much is unknown about the identity of information that 
library users use. Arthur D. Hall (1962), author of what some call 
“the bible of system engineering,” has written a description of 
program planning: 
a broad range of environmental factors is investigated ....Two aims are 
pursued ....The second aim is to create an extensive background of 
information ...this may involve research in a particular field of general 
systems theory, such as traffic (or waiting-line) theory. Or it may entail 
a brief study to assess the broad implications of an item of new 
technology .... (p. 8) 
Indeed, when the author was beginning to design the McBee Keysort 
circulation record system in 1937, i t  was necessary to carry out a 
study to determine that reduction of the circulation period from one 
month to two weeks (required by the configuration of the McBee 
card) would enhance rather than reduce availability of materials, as 
turned out to be the case (Kilgour, 1939, p. 10). But it is the totally 
KILGOUR/ENTREPRENEURIAL LEADERSHIP 471 
unanticipated gaps that pop up  during development that either 
convert a designer into an entrepreneur or consign the project to 
the waste bin. 
Publishers, the third important component of the system, are 
already making innovative advances in their delivery of information. 
Half the books printed in the United States are prepared in machine- 
readable form for processing by computerized photocomposition 
systems; as for serial publications, Fulltext Sources OnZine lists over 
2,500 journals, magazines, newspapers, and wire services. Some 
publishers are also building databases of their publications in 
machine-readable form so that they are able to publish various 
versions of their materials; McGraw-Hill’s customized textbooks are 
examples. Parenthetically, i t  might be noted that the first commercial 
printing of every book and journal is an act of entrepreneurship. 
Publishers would increase their profit margins (the difference 
between revenue and expenses) by participating in a system like the 
model being sketched, by which publishers could be reimbursed by 
20 percent-or perhaps more-from a library’s payment of the average 
price of a book for each title i t  acquires to add to its local access 
database. For this revenue, a publisher would save the expense of 
processing orders, retrieving ordered items from storage, packaging 
materials, invoicing, shipping, purchasing paper, printing, binding, 
and warehousing. 
From the system point of view, users are the most important 
element and publishers are indispensable, but authors are the sine 
qua non. In relation to the subject of this article, authors are also 
entrepreneurs, and they create the data, information, and knowledge 
that libraries provide to users. Little is known, however, as to why 
authors publish, and since it is certain that any system that prevents 
authors from obtaining their objectives will die soon after birth, i t  
is imperative that the system designer know something about authors’ 
motivations for publication. Surely motivations of a novelist must 
differ from those of a scientist, and we only learned about the rewards 
of publication to the scientist when Robert K. Merton (1957), the 
creator of the sociology of science, published his “Priorities in 
Scientific Discovery.” Merton found that authors publish to attain 
the criticism of colleagues who control the factors of rewards: 
eponymy, prizes, medals, and mention by historians of science; i t  
seemed that promotion and salary were secondary. In 1964, B. G. 
Glaser published a “partial list” (Barber & Hirsch, 1962) of forms 
of recognition in which he added the following to Merton’s findings: 
awards, fellowships, scholarships, honorary memberships, committee 
work in scientific organizations, editorships, acknowledgment in 
others’ work, professorships, chairs, lectureships, and consultancies. 
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The last four equate with “promotion and salary.” Any system that 
blocks peer review of a scientist’s “publications” will surely collapse 
as soon as i t  starts. The same must be the case for other authors, 
and it would be most helpful to the entrepreneurs of the 1990s if 
they knew something specific about the motivation of those other 
writers. 
REQUIREMENTS SYSTEMFOR AN INNOVATIVE 
The initial exploratory planning of an innovative system requires 
of the systems engineer, or entrepreneur if you will, to perform at 
least six interrelated functions: (1) formulation of the problem; 
(2) choosing appropriate objectives; (3 )  defining relative en-
vironmental factors; (4) employing ingenuity in inventing new 
systems and segments thereof; ( 5 )election of the best alternative system 
design; and (6)communicating the findings. 
In general, the test elements to be used in selecting a system 
include cost; quality, such as quality of information files; flexibility, 
including future functional expansion; reliability, such as operation 
for twenty-four hours a day; compatibility, as with other systems; 
simplicity, as in operation and use; and time required to develop 
and install the system. Usually these elements appear with more 
specific test names in a trade-off study-an example can be found 
in a paper entitled “Selection of a Terminal for Bibliographic 
Cataloging” (Kilgour & Long, 1970). Cost is an ever-present element 
in systems engineering and should be kept at the lowest possible 
minimum consistent with a simple, flexible, reliable system of high 
quality. Important costs are: (1) cost of operation, (2) cost of 
development, (3) cost to install, and (4) cost to the user. Most 
important, if cost to the user is too high, the system will be unused 
and fail financially. 
Since libraries customarily do not make a charge to users, there 
should continue to be no user charge. Next in importance is cost 
of operation, because that can be so high as to force failure, 
particularly when there is no user fee. Development and installation 
costs are one-time costs and are rarely destructive. 
There are several requirements specific to the model system 
described in this article for which provision should be made. There 
are a variety of reasons for believing that profits to information 
providers, particularly to publishers, could be increased. Also, every 
effort should be made to increase the rewards of authors. Finally, 
the system should accommodate information from worldwide sources 
and should possess multilingual access using a single language. This 
last “requirement” will probably demand greater ingenuity than any 
other single segment. 
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SUMMARY 
Entrepreneurial library leaders will have to challenge the status 
quo of librarianship with innovations hitherto unavailable. During 
the last century and a half there have been only nine outstanding 
entrepreneurial librarians that have made major innovative advances; 
from 1880 to 1970 the only important technical development was 
the adoption of the user-operated photocopying machine. Today the 
environment of, and opportunities for, entrepreneurial librarianship 
have never been brighter, with library users steadily increasing their 
demands for content information, with publishers steadily increasing 
the availability of machine-readable texts, with the computer industry 
steadily producing gigantic increases in powerful parallel processors 
of information and surprisingly powerful personal machines, all at 
decreasing prices; and with the telecommunication industry making 
equally gigantic increases in transmission capacity, also at decreasing 
prices. Librarianship is surely entering an evolutionary entre-
preneurial era. 
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Gender Differences in Leadership 
BARBARAB. MORAN 
ABSTRACT 
THETOPIC OF GENDER DIFFERENCES in leadership style has been of 
great interest to researchers in the fields of psychology, management, 
and sociology, especially in recent years, as women have begun to 
assume more leadership positions. This article presents an overview 
of the research on gender differences in leadership, examines the 
impact of sex stereotyping, looks at the organizational effects of 
various types of leadership, and argues for the acceptance of a diversity 
of non gender linked leadership styles. 
INTRODUCTION 
Over the centuries, femininity has been stereotyped as dependent, 
submissive and conforming, and hence women have been seen as lacking 
in leadership qualities ....The male bias is reflected in  the false conception 
of leadership as mere command or control. As leadership comes properly 
to be seen as a process of leaders engaging and mobilizing the human 
needs of followers, women will be more readily recognized as leaders 
and men will change their own leadership styles (Burns, 1978, p. 50). 
For the past two decades, gender differences in leadership styles 
have been the most intensely studied topics in the field of leadership. 
Are there inherent differences in the way men and women function 
as leaders and, if  so, are these differences gender linked? This question 
has commanded attention because researchers have been trying to 
provide an explanation about why there have been so few women 
leaders. Even though women have become an increasingly large 
proportion of the work force, they still do not hold a proportionate 
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share of the top administrative positions. Most of the gender difference 
research has focused upon whether women’s comparative lack of 
success in attaining high positions could somehow be related to 
differences in their leadership style. It has examined the personality 
characteristics and behavior patterns of women as possible 
explanations for their lower status. 
T h e  accommodation of different leadership styles is an  
increasingly important issue for today’s organizations. As women 
become a proportionately larger part of the work force, one of the 
greatest challenges for American organizations will be to assimilate 
a more diverse labor force into higher level management roles 
(Morrison & Von Glinow, 1990). The presence of a so-called “glass 
ceiling” is said to have inhibited women from advancing to the highest 
level of management in most organizations. (The glass ceiling also 
affects minorities in organizations. This article, however, focuses only 
on gender differences in leadership.) This glass ceiling is an almost 
invisible barrier that prevents ambitious women from moving up  
in the organizational hierarchy. Although in the past two decades 
women have made significant progress into lower and middle 
management positions, there is still a dearth of women in the most 
senior management positions. A recent Department of Labor study 
(Rivers, 1991) reports that the glass ceiling effect is a real one and 
not just a figment of feminist imagination. It is clear that women 
have found it more difficult to move up  the organizational ladder. 
But is i t  a difference in leadership styles that has impeded women’s 
progress? 
The reader who turns to the vast body of literature on gender 
differences to find the answer to this question will likely be left in 
a state of confusion. The studies report a number of contradictory 
findings. There is basic disagreement focusing upon the primary 
question being examined-i.e., is there really a difference between 
the leadership styles of males and females? Some authors argue 
strongly that there are differences, while others assert just as strongly 
that there are none. (For authors asserting there are differences, see 
for example, Statham [1987] and Winther and Green [1987]. For those 
asserting no differences, see for example Powell [1990] and Donne11 
and Hall [19801.) 
The purpose of this article is to present an overview of the topic 
of gender differences in leadership style and to provide a synthesis 
of the voluminous amount of material that has been written on the 
topic, primarily in the literature of management, psychology, 
sociology, and political science. First a brief overview of the way 
women have been viewed as leaders will be presented, and the impact 
of sex-role stereotyping will be discussed. The next section will provide 
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a historical perspective on how thinking about gender differences 
has changed over the past century. Here some of the most important 
literature on the subject will be reviewed. Then the effects of various 
leadership styles on organizations will be examined, and the concept 
of the androgynous leader will be discussed. Finally, a concluding 
section will focus upon the changes in thinking about gender and 
leadership that will be necessary to bring about “reinvented” 
organizations. There will be no specific references to libraries and 
librarians in this article because there has not been a great deal of 
research focusing on leadership styles in the library profession. 
Furthermore, there is no reason to think that gender differences in 
leadership styles in libraries would be any different from those found 
in other types of organizations. 
Two points of clarification are necessary at the beginning. First, 
the focus will not be on men and women in biological terms, but 
on the social roles of the genders in contemporary society since these 
roles are determined primarily by culture. Second, this article has 
been derived from the current writings on gender differences in 
leadership, and because this literature usually looks at  this 
phenomenon in an organizational setting, there is an overlap in the 
way that many researchers use the terms leader and manager.Although 
there are some commonly accepted differences between leaders and 
managers (see, for example, Zaleznik, 1977), for the sake of discussion 
the terms are used synonymously throughout this article. 
At the outset, it should be recognized that there are dangers of 
overgeneralization inherent in this topic. Women bring diversity to 
leadership, but there is also great diversity among women. Schein 
(1989) states that, although research shows differences between males 
and females, the variations between them are fewer than is commonly 
believed, and the differences within each sex are greater than the 
differences between the sexes. Most experts agree, however, that 
women share many views and experiences, and some generalizations 
are warranted (Shavlik & Touchton, 1988). Nonetheless, the reader 
should always keep in mind that there are many exceptions to the 
notion of typical male and female leadership behavior. 
WOMENAS LEADERS 
Although more women are assuming leadership roles today than 
before, the notion of a woman as a leader is still foreign to many 
individuals, male and female alike. Changes in perception are difficult 
to achieve because the traditional norms of leadership are firmly 
entrenched. In our society, as in most others, leaders have customarily 
been males. In the past, leadership opportunities for women tended 
to be limited to all female organizations such as sororities, convents, 
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and female institutions of education-but even there the presidents 
of women’s colleges were almost always men (Bass, 1981). From this 
phenomenon the generalization was made that leadership implies 
maleness and that, since women were not men, they lacked the 
qualities that are necessary to be leaders. The assumption that 
leadership equates with maleness is deeply embedded in both our 
thinking and language. Leaders are of ten described with adjectives 
such as “competitive,” “aggressive,” or “dominant,” which are 
typically associated with masculinity. A female leader is frequently 
regarded as an aberration and “women who become leaders are of ten 
offered the presumed accolade of being described as being like men” 
(Hearn & Parkin, 1986-87, p. 38). For instance, Margaret Thatcher 
was often described as the “best man” in Great Britain. 
Despite the societal mandates used to increase the number of 
women in leadership positions (e.g., various legal measures such as 
affirmative action), the traditional stereotypes remain. These 
stereotypes still exert a powerful influence and are at least partially 
to blame both for women’s difficulty in attaining leadership positions 
and for society’s struggle to accept them. Because women do not 
fit the stereotypical leader mold, those who want to be leaders usually 
need to be extremely well qualified, have proven records of 
accomplishments, and be overprepared for their positions. Once these 
positions are attained, women are often expected to “behave just 
like their male counterparts rather than enhancing their roles with 
the new and varied talents and fresh perspectives they might bring” 
(Shavlik & Touchton, 1988, p. 101). 
Denmark (1977) speculated that sex role stereotypes accounted 
for the lack of women in leadership positions. Early research on sex 
role stereotypes in the late 1960s and early 1970s revealed that men 
were seen as more competent, and women were seen as warm or 
expressive. At that time, masculinity and femininity were seen as 
opposites. Men were expected to be masculine and women were to 
be feminine-and anyone who fell in the middle was considered 
maladjusted or in need of help (Powell & Butterfield, 1989). 
The female sex role stereotype labels women as less competent 
and warmer emotionally than men, but the stereotype of the effective 
manager matches the masculine stereotype of competence, toughness, 
and lacking in warmth (Bass, 1981). Recent research (Powell & 
Butterfield, 1989) shows that the “good manager” is still described 
as masculine despite the growing number of women managers. This 
overlap between “good manager” and typical male has been found 
in other studies. Again, the inference is that “maleness” equates with 
leadership and “femaleness” does not. Powell and Butterfield warn 
of the possible hazardous effects on one’s career of deviating from 
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the dominant management style in an organization. Complicating 
matters is the fact that subordinates respond differently to the same 
behavior depending on whether i t  is exhibited by a male or female 
leader (Russell et al., 1988). 
These gender stereotypes, based on historical roles, of ten lead 
to a substantial bias against women and present a major problem 
for those trying to function as leaders in organizations. As Bass (1981) 
states: 
Stereotypes have their effects on behavior. We expect women to be more 
submissive, so we have trouble taking orders from women, no matter 
what they are like individually. Women leaders themselves are in conflict 
when facing divergence in what is expected from them in their roles 
as managers and in their roles as females, but do these stereotypes reflect 
reality? (p. 496) 
As we shall see later, on the whole, these stereotypes do not reflect 
reality. Nonetheless, “one serious consequence of entrenched 
stereotypes is that women . . . may need to be occupied as much 
with overcoming negative attitudes as with performing their jobs 
well” (Hollander, 1985, p. 519). 
A HISTORICALPERSPECTIVE 
Before one can fully understand the contemporary thinking on 
gender differences in leadership, it is helpful to survey, at least briefly, 
the changes that have taken place in our thinking about leadership 
over the past century. It is telling that the topic of gender differences 
was completely ignored in the early writings on leadership. The 
original conception of leadership was founded on the assumption 
that all leaders possessed certain universal characteristics that made 
them leaders. These traits were largely inborn, universal, and fixed 
(Hollander & Offermann, 1990). Since this conception of leadership 
is often called the “Great Man Theory of Leadership,” it should 
not, perhaps, be surprising that gender differences were not of interest. 
The concept of a woman as a leader would have been completely 
alien to the nineteenth and early twentieth century proponents of 
the trait theory of leadership. 
By the 1940s, the trait theory of leadership was largely displaced 
by other explanations that propounded the necessity of looking not 
just at the leader but at the setting in which the leader is operating. 
The situational notion of leadership demands that the context of 
leadership be studied and suggests that different leadership styles 
are appropriate for different settings and for different tasks. 
Gender differences still were not considered of great interest, 
however. For instance, Stogdill’s mammoth Handbook of Leadership, 
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published in 1974, was almost completely devoid of any mention 
of gender differences in leadership, although the topic was seen as 
a useful subject for future research (Bass, 1981). 
Much of the early research on gender differences was done in 
the field of psychology. Understandably, the focus of the psychological 
research has been on the personality characteristics and behavior 
patterns of women as explanations for their low job status (Riger 
& Galligan, 1980). Person-centered variables, rather than situational 
factors or environmental factors external to the individual, were 
identified as explanatory factors. This focus led to a concentration 
on changing the person, or, as Riger and Galligan write: “[Wlhen 
person-centered variables become invested with causal significance, 
people become the targets, sometimes inappropriately, of ameliorative 
efforts” (p. 902). 
Most of the early popular literature on women and leadership, 
especially in the field of management, reflected this point of view. 
For instance, Hennig and Jardim (1977) and Harragan (1977) focused 
on women’s characteristics and job behaviors. These writers suggested 
that, if women wanted to succeed, they needed to learn to act more 
like men and to learn to play those male games “their mothers never 
taught them.” It was asserted that women had not been socialized 
in ways that allowed them to compete on even terms with men, and 
the remedy lay in having women develop new skills that would allow 
them to succeed in organizational leadership. Hennig and Jardim 
compared the business world to a foreign country and advised women 
to learn the language and the customs of this male realm. 
This type of literature told women how to change themselves 
rather than their places of work. Gradually, however, interest grew 
in the situational variables that might explain the lower status of 
women. Perhaps the best known proponent of the situation variable 
hypothesis is Rosabeth Moss Kanter (1977). In Men and Women of 
the Corporation, Kanter looked at the settings in which women were 
trying to succeed, and attributed women’s lack of success not to innate 
gender differences but to the distribution of opportunity and power. 
Kanter viewed the distribution of power and women’s token status 
in most organizations as critical in determining the leadership 
differences between men and women. In her opinion, if women behave 
differently from men in organizations, i t  is a result of their being 
more often in positions of little influence or of little opportunity 
for advancement. Women’s behavior reflects their lack of power, not 
innate differences between men and women. Writers in the situational 
variable school suggested that women were not being held back 
because they did not have the requisite characteristics required for 
success, but because of practices within organizations that were 
antithetical to their success. 
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A review article in Psychological Bulletin (Eagly & Johnson, 
1990) provides the most recent comprehensive look at the differences 
in leadership styles of males and females. The authors present a meta- 
analysis of a large amount of the research that has been done on 
the topic. In their literature review and background section, Eagly 
and Johnson echo many of the same themes reported earlier. In 
general, they found that authors with extensive experience in 
organizations who write nontechnical books for general audiences 
and the general public are the proponents of sex differences in 
leadership styles. These nontechnical writings of ten report gender 
stereotypical leadership styles, with males preferring competitiveness, 
hierarchical authority, and high control for the leader, and women 
preferring cooperation, collaboration between managers and 
subordinates, and lower control for leaders. 
On the other hand, according to Eagly and Johnson, social 
scientists have generally maintained that there are no differences in 
male and female leadership styles. The preponderance of social science 
research has found that there are no reliable differences between men 
and women who occupy leadership positions in organizations. This 
divergence in opinion has been complicated by the fact that the 
authors in these two competing categories have based their 
conclusions on different types of data; the writers of the books 
intended for general audiences gained their data primarily from their 
own organizational experiences or from interviews with managers. 
The social scientists based their conclusions on empirical studies. 
Because of the contradictory findings in the literature, Eagly and 
Johnson decided that a “thorough survey of this domain was long 
overdue,” and that a meta-analysis would provide “a systematic 
quantitative integration of the available research in which leadership 
styles of men and women were compared and statistical analysis were 
performed on the resulting data” (p. 234). 
The authors located 162 studies that met their criteria for research 
on this topic. The meta-analysis found few differences in the 
leadership styles of males and females. There were more differences 
found in laboratory and assessment studies than in actual field studies. 
The authors argue that gender stereotypical behavior is more apt 
to occur when people are interacting as strangers without the 
constraints of long-term relationships than when they are in 
laboratory or assessment center settings. When social behavior occurs 
in organizational settings, that behavior is regulated by other roles 
and thus loses much of its gender-stereotypic character. 
Nonetheless, some differences were found even in the organ- 
izational settings. The overall trends showed that women were more 
concerned with both maintenance of interpersonal relationships and 
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task accomplishment-a finding that both confirms and refutes the 
stereotypical view of women as leaders (conventional wisdom has 
i t  that women are more concerned with relationships than with task 
accomplishment). The strongest difference found was that women 
tended to adopt a more democratic or participative style, and men 
tended to adopt a more autocratic or directive style. Eagly and Johnson 
provide two possible explanations for this difference. First, women 
who have managed to succeed as leaders might have more highly 
developed interpersonal skills. The other explanation is that women 
are not accepted as readily as men as leaders and, as a result, have 
to allow input into their decision making. “Thus proceeding in a 
participative and collaborative mode may enable many female leaders 
to win acceptance from others, gain self-confidence, and thereby be 
effective. Because men are not so constrained by attitudinal bias, they 
are freer to lead in an autocratic and nonparticipative manner should 
they so desire” (p. 248). 
In conclusion, Eagly and Johnson claim that both views need 
to be revised: the one accepted by social scientists that men and women 
lead in the same way and the one proclaimed in popular management 
books that men and women are different. Their review established 
a more complex set of findings. It must be remembered that this 
meta-analytic research did not produce evidence about whether men’s 
or women’s leadership styles are more effective. It probably depends 
on the situation. “No doubt a relatively democratic style enhances 
a leader’s effectiveness under some circumstances, and a relatively 
autocratic style enhances i t  under some other circumstances” (p. 249). 
The authors point out, however, that recent management writings 
have stressed the importance of moving away from hierarchical 
autocratic management and toward the more democratic and 
participative leadership styles that the meta-analysis suggests are more 
prevalent among women than men. 
Eagly and Johnson’s results are corroborated by other research. 
In a study not included in Eagly and Johnson’s meta-analysis, Statham 
(1987) also found evidence of two sex-differentiated management 
styles. Statham reports that women used a more task-engrossed and 
person-invested style, while men use a more image-engrossed and 
autonomy-invested style. 
Here women were seen as focusing more on the task to be done and 
the people working for and with them, paying careful attention to what 
is happening in their areas of responsibility and interacting with others 
a great deal. . . .The men were seen as focusing on themselves and the 
need to “back away” from those who work with them, emphasizing 
the power they have, the contribution they make in a situation (and 
less the task itself); they felt the ideal way to manage is to “stay out 
of it.” (p. 425) 
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Statham does not argue that one approach is superior to the other; 
the point emphasized is simply that the two approaches are different, 
and these differences undoubtedly cause tremendous misunder- 
standings between men and women in the workplace. 
In a study that focused on gender differences in communication, 
Tannen (1990) provides a possible explanation of why these two 
different approaches have developed. Tannen points out that men 
and women have different experiences while growing up, and, as 
a result, have learned to value different things. Men are taught to 
prize status, independence, and individual power, while women tend 
to value connection, interdependence, and the power of community. 
These different values lead men and women to behave in different 
ways. The resulting differences in the communication styles of men 
and women can also cause misunderstanding in the workplace. 
Obviously, the topic of gender differences in leadership style is 
not a simple one. Just as in the tale of the blind men and the elephant, 
individual writers often see just one portion of a large topic. Because 
different writers are viewing the topic from different perspectives, 
it is not surprising that the results of all of these studies are ambiguous. 
It may be too that there are aspects of gender differences in leadership 
style as yet unexplored that would make us completely rethink all 
we have learned to date. But in trying to summarize the paradoxical 
evidence that has been presented by researchers, perhaps the best 
approach is to accept Eagly and Johnson’s comprehensive meta- 
analysis of the topic. Their findings suggest that there are some small 
differences in the leadership styles of males and females. What we 
cannot untangle, however, with our present knowledge of the subject, 
is how many (if any) of these differences are innate and how many 
are the result of difference in conditioning and socialization 
experienced by males and females. In addition, we also need to 
remember Kanter’s findings that organizational position is a more 
powerful determinant of behavior and attitude than supposedly 
inherent sex differences. As with many other social questions, we 
are forced back into the “nature versus nurture” controversy, and, 
as yet, we do not have sufficient evidence to know which is the better 
explanation. 
Again, the dangers of overgeneralization must be emphasized. 
Some women have become leaders and instead of bringing a “softer” 
approach-based on supposedly inherent female characteristics of 
submissiveness, passivity, and caring-they have demonstrated that 
women can be competitive and assertive, in some cases trying to be 
more “male” than the males (Hearn & Parkin, 1986-87).On the other 
hand, some men have exhibited the softer approach traditionally 
associated with women. There is a real danger of encouraging new 
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stereotypes when asserting that there are different gender-linked 
leadership styles. But i t  does seem safe to say that the typical male 
and typical female at this point in time practice distinct leadership 
styles. What needs to be explored is whether either of these two styles 
is more functional in today’s organizations or whether a blend of 
both might be the best solution. 
THEIMPACTOF LEADERSHIP ON ORGANIZATIONSSTYLES 
In the past, most women who succeeded in becoming leaders 
did so by adopting the masculine style of leadership. There are now 
indications that women are beginning to make an impact on 
organizations using their own style of leadership. Rosener (1990) has 
studied what she calls the second generation of managerial women. 
The first generation of female managers had to adhere to the same 
rules of conduct for success that applied to men. This new generation 
is making its way “not by adopting the style and habits that have 
proved successful for men but by . . . drawing on what is unique 
to their socialization as women and creating a different path to the 
top” (pp. 119-20). Most of these women are working in medium- 
size organizations that have experienced fast growth and rapid change, 
organizations that have been most hospitable to women and 
nontraditional management styles. 
Rosener borrowed the concepts first used by Burns (1978) to 
describe the different leadership styles she found. The men in the 
study were typically “transactional” leaders, that is, they see job 
performance as a series of transactions with subordinates. The 
transactions consist of exchanging rewards for services rendered or 
punishments for inadequate performance. Rosener found that men 
are more likely to use power that comes from their organizational 
position. Women in her study were characterized as “trans-
formational’’ leaders. They are skilled at getting subordinates to 
transform their own self interest into the interest of the larger group. 
Women ascribe their power not to their position within the 
organization but to their own personal characteristics. 
The findings of this study corroborate those of the Eagly and 
Johnson (1990) meta-analysis, which found that women leaders are 
more democratic. 
[Tlhese women actively work to make their interactions with subordinates 
positive for everyone involved. More specifically, the women encouraged 
participation, share power and information, enhance other people’s self-
worth, and get others excited about their work. All these things reflect 
their belief that allowing employees to contribute and feel powerful 
and important is a win-win situation-good for the employees and the 
organization. (p. 120) 
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Rosener (1990) attributes the behaviors of these women to two 
things-their socialization and their career paths. The average age 
of the women in the study was fifty-one, which means that they 
had life experiences that had been affected because of gender. As 
Rosener states, until the 1960s, men and women received vastly 
different messages about what was expected of them. While men were 
supposed to be competitive, tough, decisive, and in control, women 
were allowed to be cooperative, emotional, and supportive. This is 
one reason that the women of today are more likely to be 
transformational leaders. The other reason is that women’s career 
experiences have differed from those of men who were more likely 
to have held staff, rather than line, positions. Lacking formal 
authority over others, these women had to find other ways to 
accomplish their goals. 
Rosener contrasts the men’s command and control style with 
the different style exhibited by the women and argues for an increase 
in diversity in acceptable managerial behavior. She cautions against 
linking transformational leadership to being female; women are 
capable of making their way up  the corporate ladder using traditional 
management style, and some men are transformational leaders. She 
also fears that companies that perceive transformational leadership 
as “feminine” will automatically resist it. 
Rosener argues for acceptance of this new type of leadership 
style because she sees i t  as working best in today’s workplaces with 
today’s workers. She is just one of the authors who point out that 
the type of leadership style usually linked to women is also the type 
of leadership style that is most congruent with the changes going 
on in the organizations of today. 
Helgensen (1990) describes the innovative organizational 
structures and strategies of a number of successful women leaders. 
She describes the organizations shaped by these women as being more 
like “webs of inclusion” than hierarchies of exclusion, and stresses 
the advantages found in this type of organization for information 
sharing, since there are more points of connection in a web than 
in a hierarchy, where the communication flow is usually vertical. 
She has written that “in the Information Age, the value of the old 
pyramid is being questioned as being too bureaucratic, lumbering 
and muscle-bound for a fast-changing global economy and far too 
expensive as well” (quoted in Eisler, 1991, p. 11). 
Many other management experts have pointed out that today’s 
organizations need to be transformed if they are to be successful in 
the future. There has been much written about the demand for new 
managerial abilities, and there is a widely shared perception that 
the vertical skills of command and control need to be supplemented, 
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or in some cases replaced, by a set of skills that includes negotiation, 
bargaining, and mediation. In addition, many authors extol the 
virtues of a more humanized workplace. For instance, Peters and 
Waterman (1982) have called for the establishment of a workplace 
in which people can blossom and develop self-esteem. Drucker (1981) 
explained the success of Japanese organizations by citing their use 
of female-oriented strategies, such as cultivation of relationships to 
establish common interest, trust, loyalty, and pride i n  the 
accomplishment of the entire organization. Naisbitt and Aburdene 
(1986) have described the smashing of the hierarchical pyramid and 
the growth of more people-centered organizations. Others, such as 
Cleveland (1985), Kanter (1985), and Ouchi (1981), have also noted 
these trends. 
The changes that are occurring in the workplace are, according 
to Riane Eisler (1991), reflections of a larger societal transformation. 
Eisler describes two types of social organization models-i.e., the 
dominator and the partnership models. Dominator societies are 
marked by rigid male dominance, a generally hierarchic and 
authoritarian social structure, and a high degree of institutionalized 
violence. The partnership model is marked by more equal partnership 
between women and men, less institutionalized violence, and a more 
democratic or egalitarian social structure. She argues that society 
is being transformed from the dominator to the partnership model, 
and that the “contemporary re-emergence of a ‘softer’ or, in terms 
of dominator stereotypes, more ‘feminine’ style of leadership and 
governing ethos-particularly in  the world of business and 
economics” (p. 17)-can best be understood in light of this shift 
between the two models. 
According to Eisler, the modern workplace was patterned to 
conform to the requirements of the dominator model-hence, its 
hierarchic and authoritarian characteristics and its top-down chain 
of command. In this type of organization, women were under 
tremendous internal and external pressures to behave like men if 
they wanted to succeed. The author asserts that the workplace is 
evolving into a more humane, people centered place where the female 
style of leadership will be fully at home. If, as Kanter (1977) wrote, 
i t  is the situational variables that have kept women from ascending 
to top leadership in modern organizations, the situational variables 
that have worked against them in the past will work for them if 
organizations continue their evolution into places where their style 
of leadership will fit nicely into the prevailing ethos. 
Thus it seems that experts’ views of gender differences in 
leadership style have taken some curious turns over the past few 
decades. Originally, there was the idea that men and women had 
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different leadership styles based on inherent sex linked characteristics. 
Then the view became that, even though there were differences, 
women could learn to succeed in organizations by being more like 
men. All along, however, there were social scientists who were 
asserting that there were few differences in male and female styles, 
and that once women became leaders they would act in the same 
way as men. Now the pendulum has swung once more, and there 
is again a perception that there are differences in the leadership styles 
of men and women. This time, however, assertions are made that 
these differences will work to the advantage of women because the 
qualities associated with their management style is what is needed 
today to make organizations more effective. As Marilyn Loden (1985) 
writes: 
In some respects, it seems that women managers may be better prepared 
to cope with the challenges of the future than many traditional male 
leaders who succeeded in the past. For many of the characteristics being 
touted as critical for future success-concern for people, interpersonal 
skills, intuitive management and creative problem solving-are qualities 
that women as a group are encouraged to develop and rely on throughout 
their lives. (pp. 18-19) 
Cleveland (1985) echoes this point when he writes: “It is not an 
accident or coincidence that women are breaking into the executive 
market just when the key to success in executive work is working- 
with-each-other people skills” (p. 80). Finally, Nelton (1991) states: 
“The controversy over whether women’s styles of leadership are better 
than men’s or whether there’s any difference at all is merely a signal 
that all leadership is becoming more feminized simply because it  
makes good business sense” (p. 21). 
THEANDROGYNOUSLEADER 
Does this interest in the strengths women can bring to leadership 
mean we have come back to that notion of the “androgynous” leader 
or manager, a concept that was highly popular in the early 1980s? 
Androgyny is an amalgam of male and female styles. The androgynous 
leader blends the characteristics typically associated with males- 
such as dominance, assertiveness, and competitiveness-with those 
typically associated with females-such as cooperativeness and a 
concern for people. 
On the surface, the androgynous manager concept is an attractive 
one, and there are still a number of advocates of this style of leadership 
(see, for example, Sargent & Stupak, 1989). However, the androgynous 
manager concept is not a panacea and, indeed, has many pitfalls. 
To advocate this style as the “ideal” oversimplifies things. If there 
is anything we have learned from research in leadership, it is that 
the trait theory is not a particularly useful one. Leadership skills 
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need to be varied to meet various tasks and environments. There 
is no one right style and no one right set of “traits” even if they 
are androgynous. Although androgyny is appealing because it 
incorporates what are viewed as the strengths of both males and 
females, i t  also perpetuates some of the same stereotypes that have 
hindered the development of leaders of both genders. Schein (1989) 
condemns the entire idea of an androgynous leadership style as a 
“foolhardy and dangerous one.” 
I t  will not add to our understanding of leadership effectiveness, for it 
takes a narrow and simplistic approach to what is a broad and complex 
set of issues and activities. I t  will not promote equality of opportunity 
in the workplace because it perpetuates sex role stereotypical thinking 
that has no basis in reality. The androgynous orientation builds a 
managerial access bridge for women on a shaky foundation of sand. 
(P. 155) 
We need to move beyond viewing any one style as the ideal and 
to strive to create organizational environments that will be receptive 
to many diverse types of leadership styles. 
CONCLUSION 
The field of gender differences in leadership styles is an area 
that is still full of ambiguity and paradox. Despite the number of 
studies devoted to the topic, there are still unanswered questions. 
Researchers will doubtlessly continue to work on the topic, and 
perhaps, with time, we will arrive at some definitive answers to the 
question of whether there are really any innate differences in the 
leadership styles ofmales and females. Currently, the evidence suggests 
that there are some small differences; however, it seems likely that 
they are not innate but the result of differing socialization. 
In conclusion, let us leave the vast, and often confusing, body 
of literature dealing with gender differences in leadership style and 
return to the quotation that began this article. Burns (1978) writes 
that when women are accepted as leaders “men will change their 
own leadership styles” (p. 50). This phrase is a useful one to use 
as a springboard for some personal perceptions about the need for 
all of us to change our thinking about gender differences in leadership 
styles. In my opinion, Burns is right. When women are accepted 
as leaders, some men will change their leadership styles because that 
option will then be available to them. The maintenance of rigid 
gender role stereotypes has hurt not only women but men. We all 
need to realize that people, with their widely divergent abilities and 
advantages, should be looked at first and foremost as individuals 
rather than as simply members of one gender or the other. Many 
of the problems that have confronted women have also confronted 
men; these are human problems not women’s problems. When 
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institutions are able to involve both men and women equally on 
the basis of individual merit, they will be better places for everyone. 
The modern workplace has stunted the development of both 
males and females. Douglas McGregor (1967), long an advocate for 
the human element in organizations, wrote: 
The model of the successful manager in our culture is a masculine one. 
The good manager is aggressive, competitive, firm, just. He is not 
feminine, he is not soft or yielding or dependent or intuitive in the 
womanly sense. The very expression of emotion is widely viewed as a 
feminine weakness that would interfere with effective business processes. 
Yet the fact is that all of these emotions are part of the human nature 
of men and women alike. Cultural forces have shaped not their existence 
but their acceptability; they are repressed, but this does not render them 
inactive. They continue to influence attitudes, opinions, and decisions. 
(P. 23) 
There is, at the present time, a growing awareness on the part 
of many males that their options have been limited by societal norms 
about what is proper male behavior. The current rash of books and 
articles dealing with how men can reestablish connections with their 
emotions is evidence of the interest in this topic. The reshaping of 
tomorrow’s organizations will assist men as well as women since 
the traditional hierarchy has hampered the development of the full 
potential of both. 
Men will have a vital role to play in this restructuring of the 
workplace. Qualities such as decisiveness, assertiveness, and risk 
taking that have been considered masculine will be valuable in 
creating the workplace of the future (Eisler, 1991). Men and women 
have a great deal to teach each other about leadership and, as they 
learn from one another, they can bring strengthened leadership 
abilities to their organizations (Nelton, 1991). Allowing women a 
greater role in leadership will provide a win-win situation for both 
genders. 
What we are seeking is not androgyny, which tries to meld 
masculine and feminine leadership styles, but a recognition that both 
genders have an important role to play. We need to get away from 
thinking about one style as masculine and one as feminine. Epstein 
(1990), in a response to Rosener’s article, wrote: 
It is up to the leaders of business and other institutions to affirm the 
humanitarian values that women are associated with but that men can 
(and do) express if they are not made to feel embarrassed about showing 
them. And those qualities of toughness and drive that men are made 
to feel comfortable with should be prized in women who wish to express 
them when they are appropriate. The category is “people,” not “men 
and women.” (p. 151) 
The challenge to organizations of the future is to accept a variety 
of leadership styles. There is no one “best” style of leadership. It 
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all depends on the organization and the task to be done. If 
organizations con tinue to become flatter and less hierarchical, some 
of the leadership traits traditionally associated with women leaders 
will be most appropriate in those organizations. Both men and women 
should feel free to adopt leadership strategies that will help them 
succeed. The recognition of a diversity of leadership styles will allow 
potential leaders to lead in ways that will draw upon their individual 
strengths. The restructured workplace will provide a setting for a 
variety of leadership styles to flourish, and, as a result, i t  will gain 
in strength and flexibility. 
Clearly we are in a period of transition in regard to our thinking 
about gender differences in leadership styles. The cultural factors 
supporting differences in leader behavior are in a period of flux. 
It seems likely that as more women assume leadership roles and as 
sex role stereotypes fade away, the very notion of gender differences 
in leadership style will also disappear. We will recognize that different 
leaders have different styles, but we will not automatically associate 
one style with women and another with men. Males and females 
alike will be challenged to develop the type of leadership skills that 
will be needed to lead the organizations of tomorrow. 
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The Role of Mentorship in Shaping 
Public Library Leaders 
ELFREDA. CHATMAN 
ABSTRACT 
THISSTUDY FOCUSES on the role that mentorship plays in the career 
development of twenty-eight directors of major public libraries. The 
findings revealed that sixteen of the directors had experienced 
mentorship. The results also show that mentors were a major factor 
in sponsoring the directors for major library positions. Finally, the 
conclusion supports the notion that the context in which public 
libraries operate provides many opportunities for an individual to 
cultivate the attention of a potential mentor. 
INTRODUCTION 
Mentorship has been the focus of attention in the literature of 
many occupations and disciplines (Kram & Isabella, 1985; Phillips- 
Jones, 1982; Roche, 1979). Although sparse, the library literature is 
no exception. In fact, library and information professionals are 
becoming increasingly interested in the phenomenon of mentorship 
in an effort to better understand issues of professional development 
and growth and career advancement. For example, some researchers 
argue that advancement through the ranks of an organization is 
heavily influenced by a sponsorship system-e.g., mentoring-and 
that occupational mobility is routinely enhanced by the intervention 
of a sponsor (Thompson, 1978). 
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MENTORSHIP 
In exploring the role of mentoring in the occupational literature, 
i t  was found that mentorship is a primary factor. In essence, 
mentorship is an intense relationship that involves a high degree 
of sharing between a novice in a profession and a more senior 
colleague who is viewed by others as possessing power and influence. 
A role, therefore, that mentoring plays in the advancement of a 
younger individual is to provide opportunities in which that 
individual can learn how to maximize the resources of his or her 
profession (Fagenson, 1988). Sponsorship also includes such things 
as introductions to important groups in order to make appropriate 
contacts on networking with key players of a profession. 
This introduction to networking is an especially important 
contribution to mentoring because i t  is the means whereby 
advancement of the prot6gC will occur. In other words, networking 
allows for the necessary visibility for entrance into the key professional 
community. Moreover, it is through networking that lasting links 
with these influential people form, and the mutual exchange of 
resources, information, and high-status positions occur. 
In addition to networking and mutual exchanges, mentoring 
also allows for a socialization process in which the norms and values 
of a mentor are instilled. As used in this context, socialization involves 
more than just the passing on of appropriate values-it includes 
being influenced by the other members of the mentor’s network. That 
is, socialization is a modeling process that aims for attitudinal changes 
acceptable to all members that comprise the mentor’s circle of 
powerful peers (Sagaria, 1984). 
As the earlier discussion suggests, men torship has been identified 
as a major catalyst in launching one’s career. Moreover, in light of 
its importance to studies of organizational mobility, i t  has been argued 
that a key role played by mentors is to teach younger peers ways 
in which to be sensitive to key opportunities and career choices as 
they occur (Fagenson, 1988, p. 182). 
Other researchers (Clawson, 1985; Gould, 1979; Hunt & Michael, 
1983) state that a reason for the current interest in mentoring is owing 
to it being a fundamental activity, albeit an overlooked resource, in 
studies of occupational development. Still others (Burke, 1984; Fitt 
& Newton, 1981) argue that the attention is owing to managerial 
resource problems that professions are experiencing generally in 
trying to develop enough talent to replace managers who retire. Other 
concerns pertain to human resource issues-for example, the need 
to address ways to assist younger workers who are trapped in the 
wrong job; clues to ways to maintain high levels of contribution; 
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and reducing the exodus from the profession by its brightest and 
most talented junior members. 
What this examination of careers indicates, therefore, is that a 
crucial role in career development is played by one’s mentor (Stumpf 
& London, 1981). For example, Hennig and Jardim (1977) reported 
that all of the successful female managers in their study had a male 
mentor who performed significant functions in their careers. 
Although there is little argument about the importance of 
men toring and leadership, there is disagreement regarding an 
operational definition of mentorship. Indeed, a major criticism of 
mentoring research is the lack of basic definitions (Busch, 1985). 
However, despite specific agreed upon terminology, there are some 
attributes that appear essential to mentorship: (1) the sharing of 
reciprocal values; (2)the willingness of a mentor to introduce a protCgC 
to influential contacts; and (3) the necessary power to engage in 
positive promotional efforts on behalf of the protCgC (Jennings, 1971; 
Sagaria, 1974). 
Related to occupational advancement and mentoring is the 
notion of leadership. In other words, what is it about leadership 
that continues to interest researchers? Does the literature lend support 
to the earlier arguments that mentorship is a fundamental shaper 
of leaders? In order to explore these questions, the following section 
will examine those aspects of leadership that are most pertinent to 
this research. 
LEADERSHIP 
As expected, the management literature has reported a number 
of empirically based studies showing the positive relationship between 
upward mobility and mentorship (Vertz, 1985; Merriam et al., 1987; 
Stewart & Gudykunst, 1982; Rosenbaum, 1979). For example, in a 
study of college presidents, Lynch (1980) found that the respondents 
attributed their success to mentors who worked through their 
networks, particularly during the selection process for the position 
of president. Salimbene (1983) also reported that top level 
administrators indicated that having a mentor or mentors played 
an important role in their career advancement. Additionally, in studies 
of the role of mentoring in the careers of community college 
presidents, Thomas (1986) and Merriam and Thomas (1986) found 
that mentors function in a variety of capacities-e.g., as models of 
behavior adopted by protege; as facilitators in providing op-
portunities; as encouragers and providers of emotional support; and 
as guides who shared ways in which to be top administrators. 
What these studies suggest is that leadership is important to 
practitioners concerned with the function of career development 
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(Morgan, 1989, p. 911). Another aspect of this research pertains to 
the behavioral characteristic of people who ultimately emerge as 
leaders (Bass, 1981). A reason for this more specific attention is the 
assumption that certain characteristics are more attractive to mentors 
than others (Merriam, 1983; Tichy & Devanna, 1986). A further 
argument is that leaders emerge in a profession because they have 
been socialized to imitate the appropriate leadership qualities 
attributed to mentors (Symons, 1984, p. 337). 
As indicated in the preceding paragraphs, because mentors have 
been identified as key players in the advancement of a prot6gC’s career, 
i t  might be worthwhile to continue this discussion by exploring the 
phenomenon further in the library literature. A review of the literature 
does reveal studies in which leaders and mentorship were examined. 
For instance, Ferriero (1982) found that, of the American Research 
Library (ARL) directors interviewed, 77 percent had experienced a 
mentor. A follow-up study of ARL directors (women) was conducted 
by McNeer (1988) who interviewed sixteen respondents. Not only 
were the directors influenced by mentors, but they indicated 
characteristics of prot6gCs that attracted mentors-e.g., analytical and 
interpersonal skills, imagination, and a sense of humor. 
Although Euster’s (1989) paper on leadership does not focus 
specifically on mentors, mentorship is implied in her discussion of 
power. For instance, she defines a leader as a person possessing greater 
skills and analytical insight or knowledge. Certainly, if mentors are 
to act as influential models, they must possess more power than other 
members of their profession. O’Brien (1989) adds that, in addition 
to having and being willing to share power, leaders are able to share 
power to a greater extent than others. In this case, leaders trust others 
to use their power to make sound judgments. 
The notion that a leader is able to convey his aspirations and 
goals and to make them part of one’s followers’ (protCg6s’) aspirations 
is supported by a number of authors (Zaleznik, 1977; Roberts, 1985; 
Kuhnert & Lewis, 1987). Carmin (1988) notes that this process is 
fundamental to effective leadership. 
Empowerment is closely related to the notion that leaders are 
able to instill in followers a common sense of reality, and within 
that reality to instill the sorts of things that are important to know. 
That is, by the acceptance of the leader’s vision, followers gain a 
sense of power, or in Jurow’s (1990) view, a greater sense of their 
own importance, thus bringing personal satisfaction to their work. 
For example, in a survey conducted in which eighty administrators 
of ARL libraries were queried, Irvine (1985) found that leaders 
(mentors) were powerful role models who were aware of their own 
power and willing to share this power with others. In this case, they 
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were instrumental in providing positive reinforcement that gave 
followers the confidence to assume important leadership positions 
themselves. 
Finally, in an informative in-depth look at the career patterns 
of five female library leaders, Gel1 (1975) discovered that her 
respondents had all been influenced by people of power whom they 
had admired. Moreover, she found that these leaders would take a 
personal interest in their protege’s careers and encourage them to 
take positions traditionally not held by female directors. Furthermore, 
these mentors served as lasting role models and colleagues. 
CHARACTERISTICS AND PROTEGESOF MENTORS 
There are some behavioral attributes that attract mentors and 
proteges as found in the literature. To examine the notion of 
mentorship, this discussion will focus on attributes that have been 
identified in association with mentors and proteges. 
The first thing one notices about mentors is that they are risk- 
takers (Bower, 1985). Risk-taking involves an ability to take chances, 
to go with a hunch, to “seize the moment.” Although deliberate 
in their decision-making, mentors have been known for taking 
advantage of unforeseen opportunities. For instance, in a survey of 
professional educators, Busch (1985) reports that even when academics 
were identified as the most prominent in their institutions and 
satisfied with their current positions, they remained open to, and 
often took, offers that initially may not have been as attractive as 
their current one. 
In addition to taking risks regarding their own careers, a 
willingness to sponsor persons of unknown or lesser known abilities 
is also a form of risk. In fact, during the entry stage (in which proteges 
are introduced to influential contacts), this process is not only due 
to the reputation of the mentors, but contacts become possible because 
of it. Thus the reputation of mentors is a critical factor in the 
acceptance of proteges by other influential people (Fagenson, 1989). 
A particular element of risk might be introduced by different gender 
mentoring (Clark & Corcoran, 1986; Erkut & Mokros, 1984). 
For instance, a number of sr.udies (Carmin, 1988; Knox & 
McGovern, 1988) have reported the importance of gender in  
mentorship. However, there appears to be little consensus regarding 
the influence of gender on mentoring. For instance, in a study of 
leadership in which men and women in business were interviewed, 
Fagenson (1988) found that gender was not a significant factor. On 
the other hand, in a study in which professors were examined as 
mentors to college students, researchers (Erkut & Mokros, 1984) 
reported that men avoided female models. 
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Age of mentors is another attribute that has received some 
attention in the literature. For example, several studies (Fagenson, 
1988; Kram & Isabella, 1985) state that the mentor must be older 
in order to have accumulated the experiences, contacts, and power 
necessary to benefit the protege. One study that explored this factor, 
conducted by Lawrence (1985), found that mentors are usually twenty 
years older than proteges. 
As brought out in the above paragraph, a final characteristic 
intricately related to the others is power. Several studies (Carmin, 
1988; Christiansen et al., 1989) indicate that a mentor is by definition 
a person of power. This notion makes sense in light of the role that 
mentors play. That is, power is a necessary condition for dispensers 
of rewards (Clawson, 1985), promoters of educational or career 
advancements (Fagenson, 1989), access to influential persons (Gilbert, 
1985), and providers of organizational resources (Merriam, 1983). 
Now that we have a profile of mentors, i t  might be worthwhile 
to examine characteristics of proteges. Are there attributes that 
younger proteges possess that sets them apart from other members 
of their social milieu? In particular, what characteristics of proteges 
are most attractive to mentors? 
Kanter (1977) suggests that proteges are selected for several 
reasons: good performance, physical attractiveness, social ho- 
mogeneity, and the aptitude for seizing an opportunity in which 
they can demonstrate extraordinary ability. Other attributes include 
showing a higher level of interest and involvement in professional 
associations (LeCluyse et al., 1985), advancement potential (Kram 
& Isabella, 1985), educational level (Morgan, 1989), and substantive 
integration with professional norms (Merriam, 1983). In addition, 
Morgan (1989) identifies affective characteristics. These include 
sensitivity to others, integrity, participatory behaviors, and directness 
in communicating with others. 
In light of the important role that mentorship seems to play 
generally in the occupational literature, the purpose of the present 
research was to conduct a qualitative investigation asking major 
public library directors their perceptions regarding the mentoring 
process. More specifically, an open-ended questionnaire (see 
appendix) was mailed to forty-five major public library directors 
regarding their perceptions of the mentoring process. In addition 
to items related to their responsibilities as directors, the questionnaire 
asked them their views pertaining to career advancement and 
mentoring. To accomplish this, library directors with budgets of at 
least $1 million and book holdings of at least 1 million as listed 
in the 1990-91 American Library Directory were contacted. 
METHOD 
The review of studies summarized earlier in this discussion 
suggests that mentoring is an intangible resource that enhances the 
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careers of some people. Moreover, the literature suggests that 
mentorship is an intense but controlled relationship in which a highly 
placed influential person guides the career of a lesser known 
individual who has a great deal of potential. In light of this literature 
review, several questions were formulated to guide the present 
research: 
1. 	 What were the career paths of major library directors? 
2. 	What influence did mentorship play in their career advancement? 
3. 	What, if any, aspects of the mentoring relationship were most 
beneficial to them? 
4. 	What are the implications of this inquiry for studies of public 
libraries, mentorship, and leaders? 
In order to respond to these questions, a number of considerations 
guided the choice of a research strategy. First, the decision to focus 
on major public library directors was made because of an interest 
in comparing data among the recognized leaders in this field. Of 
course this does not suggest that mentoring only occurs at the highest 
levels. This particular population was a focus because few empirical 
studies are reported regarding the career paths of leaders in public 
librarianship. Second, a decision was made to focus on prottgks rather 
than mentors. The focus on prottgts was a recognition of their current 
status as public library leaders (and leadership is an aspect of this 
study). In addition, i t  was assumed that protkgts would have the 
most reliable knowledge of those things that most influenced their 
careers. 
Data were gathered using a questionnaire consisting of twenty- 
two open-ended items. Forty-five directors of major public libraries 
were identified using the 1990/91 edition of the American Library 
Directory. As mentioned earlier, the directors chosen as participants 
were all responsible for a budget of at least $1 million and managed 
at least collections of 1 million volumes. 
Once the directors were chosen for the potential pool of 
respondents, they were sent a letter explaining the nature of the project 
and a request for their participation. They were also informed that, 
unless told otherwise, their names might be included in the responses 
(because many of the directors wished to be anonymous, a decision 
was made to not include individual names with their comments). 
Of the forty-five questionnaires mailed, twenty-eight directors 
responded for a return rate of 62.2 percent. 
POPULATION 
What is the profile of public library directors? Of those identified 
( n= 45) in the total population, data were found from several sources 
CHATMAN/ROLE OF MENTORSHIP 499 
for thirty-eight (which includes the twenty-eight of our actual 
population). The profile that follows is roughly modeled after the 
one devised by Harris and Tague (1989) from their study of leaders 
of Canadian libraries. It is interesting that we arrived at similar results 
on a number of characteristics. 
Regarding the public library directors’ education, thirty-seven 
of the thirty-eight reported earning a master’s degree in library science 
from twenty-four library schools. Of the twenty-four institutions, 
ten were listed more than once. Only one school (University of Illinois) 
had three listings. Fourteen schools were in the midwest (37.8 percent); 
nine were in the south (24.3 percent); eight were in the east (21.6 
percent); and six were in the west (16.2 percent). Because no school 
indicated an overwhelming preponderance of graduates and because 
the schools were scattered across the country, choice of school does 
not seem to be significant. Twelve of the thirty-eight respondents 
report a second master’s degree; seven MPAs; two MBAs; and three 
MAS. Four reported doctorates: one in history (Northwestern); one 
in library and information science (Rutgers); one had received a 
doctorate from Oxford (United Kingdom); and one from the 
University of Detroit (specific field of doctorate for the last two were 
not given because it was not reported in their biographies). 
Their employment shows a common pattern. For example, the 
biographies reported an average of four jobs before the current one. 
They also followed a rough pattern of progression from entry level, 
junior administrative (department or branch level), to senior 
administrative at a smaller institution, to director of a larger unit, 
and finally progressing on to the current position. Only in a few 
cases in which the library director received an internal promotion 
did he or she advance directly from an assistant or associate director 
to that of senior director. 
Based on a review of biographical entries, it would appear that 
the library directors have a respectable publication record. Twenty- 
four (63.1 percent) of the thirty-eight had some publications, 
primarily in the professional library journals; although, publications 
commonly identified as scholarly or peer-review were also noted. 
As expected, the library directors were members of professional 
associations. In addition to all of them listing membership in the 
American Library Association (ALA), they were actively involved 
in section memberships as well. 
Regarding demographic characteristics, eight of the thirty-eight 
were female (21 percent). Date of birth could be determined for 
seventeen directors. Of those seventeen, the average age was 52.6 years. 
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RESULTS 
Men tors h ip 
Twelve directors reported that they were not aware of having 
a mentor. Of the respondents ( n  = 16) who had experience with a 
mentor, five mentioned having more than one. Regarding the 
respondents’ perception of the mentoring process, comments included 
the following: “I realized that my guidance and counseling were being 
personally directed by the person who unofficially [subtly] became 
my mentor.” Another remarked, “I became aware of mentorship early 
in my career as a library page for a major public library.” The notion 
that mentorship begins as an informal, almost unconscious, choice 
is aptly summarized by a director who concludes: 
My view of mentoring is more like casting bread on the waters. Some 
people take advantage of the offering, some don’t. I took advantage of 
what [my mentors] had to offer. Mentoring seems more to be an after- 
the-fact description of a relationship that exists and contributes to 
personal/professional development. I think it is more accidental, rather 
than something consciously undertaken. 
Power 
To serve as sponsor, mentors must themselves be in positions 
of power if the rewards of the profession are to be given. To explore 
this phenomenon, directors were asked to state the status or position 
of their mentors at the time of mentorship. As expected, mentors 
held major leadership positions. Examples of such positions included 
directors of university libraries; directors of public libraries; president 
of a major private library; American Library Association president; 
director of city-county library systems; a city manager; a systems- 
wide school librarian; chair of Exxon who became the chair of a 
major urban public library board; and individuals who were 
prominent leaders in the American Library Association. 
Age 
When asked about the age of the mentor when he or she began 
the mentoring process, most of the respondents commented that the 
age of the mentor was unimportant. Of those ( n  = 14) who gave 
an age, the mentor was between the mid-40s and early 60s. However, 
in all cases the respondents were considerably younger and, as expected 
from the literature, had mentors “very early” in one’s career. Thus, 
although no formal age ‘range was provided, one can assume that 
there were several years difference between the ages of mentors and 
pro t6gCs. 
Length of Involvement 
The directors were also queried regarding the time at which 
mentoring was most intense. They were also asked if a relationship 
continued with mentors after this process. For most of those who 
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responded to this question ( n  = 13), the average length of time was 
between three and four years and usually ended with their own 
appointments as public library directors. They also indicated that 
they remained in contact with mentors, primarily through letters, 
telephone calls, visits, and occasionally during ALA conferences. 
However, former proteges added that the relationship has “evolved 
into friendship between equals” as they themselves assumed major 
leadership positions. In addition to assuming major leadership 
recognition, other causes for discontinuance were relocation, 
retirement, and death. 
Characteristics of Mentors and ProttgCs 
As expected, the physical characteristics of mentors and proteges 
were very similar. Except for three cases in which the mentors were 
female, and one instance in which she was black, mentors were white 
middle-aged males. However, when asked about behavioral 
characteristics, the findings are more interesting. For instance, the 
directors were asked two specific questions that suggest reasons for 
being selected as proteges. The first was, “What events led to attracting 
the attention of your mentor,” and the second was, “Were you involved 
in the selection process?” In most cases, i t  was because the protege 
had the opportunity to work closely with the mentor as an assistant 
director or to be employed in a “key professional position in his 
organization.” Others worked in a cooperative situation between ten 
important library systems or worked “together on committees to revise 
the state’s budget and to prepare annual report forms.” 
Perhaps the key characteristic is potential, as cogently expressed 
by a director who simply stated: 
I believe that she saw promise in me, and that she felt she could give 
me support and direction toward an improved professional life and 
[being] a better manager. She could recognize the fact that I had limited 
experience, but strong potential. 
The second part of the selection process-i.e., the protege’s 
involvement in initiating a relationship-did not appear to be a salient 
factor. Most indicated that they played no direct role and, if they 
were singled out, i t  was “only to the extent that he noticed my work 
and my interest in it.” 
What about mentors? In other words, what characteristics drew 
the attention of proteges? Not surprisingly, mentors possessed a 
number of characteristics that their proteges wished to emulate. These 
included personal attributes such as “patience, calm, honesty, 
approachability, determination and confidence” and “a coolness 
under fire.” Another was charisma. For example, a director 
commented, “her personality was fantastic, but there’s no way I could 
ever have that charisma.” Intellectual ability was also mentioned- 
e.g., “a practical way of seeing, clear thinking, an in-depth knowledge 
of libraries,” and “good service.” A mentor was noted as a manager 
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with vision, as someone of “vision and imagination” who knew 
“where he wanted to take the library tomorrow, next year, five years 
from now.” Also, managers were individuals who were “successful,” 
who had a “down-to-earth approach to problems both within and 
without the public library system.” Additionally, mentors were role 
models because of their sensitivity to others and because of their 
“grace, innate kindness and concern for people.” 
Another question that respondents were asked was, “Of all the 
attributes that could be used to describe your mentor, which one 
best describes hidher character?” Although the findings varied, a 
pattern did emerge. For instance, mentors possessed a deep caring 
for people, and a fairness in treatment, a steadfastness in philosophy 
regarding one’s vision of the profession, and a willingness to take 
on a younger colleague as the following example will illustrate: 
[Mlentors seem to be caring about the career of younger librarians. 
Although ultimately looking to benefit their own library operations, 
they gave me the impression that I and my career made a difference. 
Sponsorship 
As suggested in the literature, a key role played by mentors is 
sponsorship. In order to examine this phenomenon in the careers 
of public library leaders, several questions were asked. The first was, 
“How did your mentor help and influence your career?” Five areas 
were noted: (1) employment, (2) provision of opportunities to gain 
confidence, (3)networking, (4)increased managerial responsibilities, 
and ( 5 ) socialization. 
Regarding employment, a director said that his mentors played 
a “major” role “in initial employment,” encouraged and supported 
transition from career fields, and “supported financially [my] pursuit 
of library degree even though this was not a customary requirement 
of the ...Library.” The second area dealt with one’s chances to make 
mistakes and not fear the risk of losing the support of one’s mentor. 
For example, the mentor “tolerated and shaped youthful immature 
mistakes” and took on the role of “advising me on situations and 
teaching me about the politics of professional associations.” 
Networking was also an aspect of sponsorship that was mentioned- 
i.e., “introducing me to key people in my career,” “[directing] me 
to powerful people in the profession,” and “[introducing] me to the 
fraternity/sorority of senior people in the field.” The fourth area 
was the opportunities the mentors provided for increased managerial 
responsibilities. This process was as elementary as being nominated 
for various positions; being put in positions in which one’s skills 
are increasingly improved; being advised on “correct career choices”; 
being assigned “projects of increased difficulty”; and finally, as one 
respondent reported, by continual and regular discussion of problems 
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of importance to public library service, the mentor “ultimately 
influenced me to become a library manager.” Another respondent 
concludes: 
My mentor began the process of helping me prepare to be a library 
director by setting an example for me, by his own conduct and work 
methods, and by the process of quiet guidance and encouragement. He 
allowed maximum leeway and initiative. 
The notion of instilling moral values was shared by a director who 
said that “she taught me the value of never assuming, the value of 
listening before acting, the difference between reacting and 
responding, and what i t  really means to be a professional leader.” 
A second question concerned the nature of the relationship. In 
other words, when did these future leaders know that they were being 
sponsored? For many, as indicated in a preceding paragraph, it was 
a subtle, gradual awareness in which he or she became an integral 
partner in major discussions and decision making. Sample responses 
are, “by making me aware of the process of gathering information 
prior to decision-making,” “by setting a personal example,” and “by 
listening.” Another respondent also mentioned the mentor’s greater 
involvement in the process of reaching conclusions “by establishing 
a work relationship whereby we met briefly each day to discuss events 
in the library, to discuss approaches to problems, and by allowing 
me to participate in almost every decision that had to be made in 
all areas of activity.” 
A respondent who had a series of mentors commented that his 
relationships with his mentors increased his confidence because he 
felt that they treated him as an equal and expected him to perform 
on the highest level. He begins: 
In each case, I was in a well-defined subordinate relationship to the 
individual, either as a student or an employee. As I attempted to meet 
the expectations of the relationships, each individual “took me under 
his wing” and indicated in a variety of direct and indirect ways that 
he felt responsible for aspects of my development and that he considered 
me at some level a colleague and future equal. 
On reflecting on what it meant to have been sponsored by a mentor, 
one director simply stated, “all professionals should have such an 
opportunity.” Perhaps the most eloquent assessment of the 
relationship was voiced by a public library leader who reflects that 
his mentors sponsored his growth and development because of the 
potential for leadership that they sensed he had: 
In every case, the four individuals took it for granted that they would 
help to develop the talents and capabilities of a junior colleague. They 
saw this as a normal part of the activity of their work lives. Even when 
this activity sometimes involved what might be unhelpful to their own 
organization in the short term, as when ...and...were supportive of my 
move to ..., this was not the basis for any ill feeling toward the junior 
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person. Rather, they saw my upward mobility as part of their own lifetime 
achievement. While they were not necessarily eager to have the junior 
person move on, they did not consider that onward movement a form 
of treachery. In all four relationships, also, there was a great toleration 
for youthful mistakes and a good-humored patience associated with the 
thrashing around required to correct those mistakes. They did not expect 
me to be more mature than I was, and they did not punish me or otherwise 
inhibit me from the struggle necessary to establish a stronger, more 
developed professional and managerial identity. 
In summary, the findings reveal that the directors who had 
experienced mentorship found the experience to be rewarding and 
personally enriching. Additionally, the results indicate that men tors 
exhibit characteristics reported in the literature. 
This discussion concludes by focusing more specifically on 
leadership and public library directors. In particular, i t  will examine 
ways in which having a mentor might have influenced opportunities 
to become a public library leader. 
Leadershi@ 
As discussed in the review section, a component of mentorship 
is the preparation of future leaders. In light of this aim, the researcher 
asked the public library directors a series of questions regarding 
leadership. Two of the questions focused specifically on the role of 
mentors, while three questions examined their current role as public 
library leaders. 
The first asked: “What career choices did you make that led 
to your current position? Was your mentor involved?” The comments 
ranged from a series of positions in which the protCg6 became more 
of an insider in the running of a library to moving from a series 
of seemingly unrelated jobs-e.g., “two years in banking, two years 
with a newspaper, seven years teaching in public high schools, and 
one and one-half years in public relations with TWA.” In this sense, 
if a pattern is present, i t  exists for those directors who make conscious 
career choices to assume more managerial responsibilities as the 
following example illustrates: 
My current position is a result of a series of career choices. The career 
choice leading to this was a decision to become a director of a suburban 
library system when I was in my early ~ O S ,in the early 70s. 
Regarding the involvement of mentors, the respondents indicated 
that a primary role played by mentors was the provision of contacts 
that led to enhanced opportunities and encouragement to “obtain 
more demanding positions.” Other ways of support included 
grooming a protCgC to succeed a mentor. For instance, a respondent 
said, “He was thinking ahead a few years to his own retirement and 
looking for a successor who would share his enthusiasm for the 
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genealogy field.” And, at a time proteges felt most vulnerable and 
wanted to please, they found that mentors not only advised them 
to either change jobs or relocate but even “blessed their decisions” 
even though it might mean an end to the mentoring relationship. 
A second question asked the respondents was, “In looking back, 
what was most valuable in helping to define you as a leader?” It 
would appear that the current leaders were influenced by a variety 
of positive reinforcements from their mentors. The respondents 
mentioned such things as chances to demonstrate competence-e.g., 
“I have had considerable responsibility and trust ‘thrust’ upon me, 
which immediately put me in leadership positions.” Another was 
the encouragement to share their views and to “articulate a vision 
and to help others assimilate that vision as their own.” To be told, 
as one director shared, that “I had the skill and the talent to do 
whatever I wanted to do, and she urged me on.” Other examples 
were “the ability to listen to the views of others; to learn and to 
accept guidance and positive criticism” and finally, “modeling oneself 
after the qualities most admired in the mentor: 
I think what was most important in helping me to define myself was 
emulation of Mr. R., my first mentor. My self definition of leadership 
is always in terms of comparing myself to his successes. 
The final set of questions was designed to get the respondents’ 
perceptions regarding their role as library leaders. For instance, they 
were asked to share why they chose a career in public libraries and 
what sorts of things about this field are both rewarding and 
challenging. 
Based on the responses, it would appear that for some “it never 
was a conscious decision,” but rather, “one of those things that sort 
of happened.” Others entered public librarianship after a series of 
other library-related jobs-e.g., working “in a high school library 
and [finding] I liked public service, helping people find what they 
want.” Another said, “I worked part-time in a library through 
college.” And finally, one respondent “worked my way through 
college working at the ...College Library. After service in the U.S. 
Army, I entered library school. It was a field I knew and enjoyed.” 
For others, public librarianship was a deliberately chosen field. 
For example, a respondent said, “I worked in a public library in 
high school and college. The work, plus the calibre of those with 
whom I worked, were the major factors.” The sense that public 
libraries provide the greatest degree of surprise or the unexpected 
was also voiced-e.g., “I loved the variety and creativity that public 
libraries provided. No day the same, lots of opportunity to grow, 
and the ability to make a difference.” The following final example 
shows how mentorship gives the respondent the maximum 
opportunity to contribute as a leader: 
I LIKED the diversity of serving many people with varied interests and 
needs. I felt that I was really contributing more to the public than through 
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any other library career. I feel that public librarianship is creative, 
challenging, and rewarding. 
Finally, the directors were queried regarding what is most 
rewarding and most challenging about working in public libraries. 
Although the responses were as varied as the library directors, a few 
themes do emerge. For instance, public libraries are rewarding because 
of the very nature of the institutions-that is, service to the public: 
“Being a librarian to users of all ages, sex, professional backgrounds, 
economic status, etc., being one of the ‘last’ of the generalists.” It 
provides the closest contact with their communities: 
The opportunities for public library service are wide open; it’s rewarding 
to be able to show a community how it can be done well. . . . The 
public recognition and positive response, the ability to make change 
and improvement which is quickly recognized by the public, and the 
creative challenges of making public libraries really effective. 
In contrast, challenges included such things as administrative 
responsibilities-e.g., “boards and budgets,” “personnel issues,” and 
“administrative projects.” An area also noted as especially difficult 
was learning financial savvy. Examples include, “dealing with 
perpetual budgetary crises that are the hallmark of life in ..., especially 
for public libraries.” In further support of this notion, another 
director mentioned that it was “selling, obtaining the necessary 
funding to meet the continually demanding library goals.” An aspect 
of their jobs that offered both rewards and problems pertained to 
the area of public relations. For instance, “beating back apathy and 
low expectations. It’s a challenge to get communities excited about 
public libraries, but once they are, it’s a great job.” Another respondent 
shared this sense of needing to cultivate good public relations: 
“Undoubtedly the most challenging aspect of my work is maintaining 
and if possible augmenting the position of the library within the 
community. Directly this relates to funding.” For some, public 
relations is integral to understanding and knowing the political 
dimension of the job. The two following examples lend support to 
this factor: “politics, creative thinking, problem solving, dealing with 
people, developing and implementing ideas for change.” And, in 
general, this is “a very challenging field, working with a wide range 
of public, staff, and unfortunately also problems.” Finally, a director 
indicated that he was driven by a personal desire to be for someone 
else the type of mentor that he had experienced. He concludes: 
“Finding opportunities to be a good mentor to others has been a 
significant challenge.” 
CONCLUSION 
In summary, this study supports the view that mentors play an 
important, perhaps critical, role in the career opportunities of 
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proteges. Moreover, the kinds of assistance that mentors provided 
not only gave proteges opportunities not available to others but, more 
importantly, instilled in them a confidence that they were capable 
of major leadership responsibilities. Although driven by the desire 
to better their careers, thus taking advantage of these opportunities, 
these directors emerge as leaders who are deeply caring and sensitive 
to the needs of their staff and their public. As the findings suggest, 
both their own sense of leadership and their sensitivity to others 
can be attributed to the nurturing and guidance that they had received 
from their mentors. 
Based on the results, a number of recommendations can be 
suggested. Perhaps a fundamental one pertains to the effect 
mentorship has on career advancement. Although recent literature 
has focused on this issue, more research needs to be done if library 
managers are to become more informed about this process. Since 
career advancement is a concern to members of our profession, it 
is vital that we examine ways in which to enhance upward mobility 
in our libraries. 
The ideal way that career advancement can occur as noted by 
our respondents is through the initiation by mentors of younger 
members of the profession. Another approach might be for library 
managers to provide opportunities in which senior and junior 
members can work together on projects of interest. In this way, a 
potential protege is given the chance to demonstrate characteristics 
attractive to a mentor. 
Finally, this research also raised the question regarding leadership 
and public libraries. That is, is there something about the context 
of working in public libraries that serves as a catalyst to leadership? 
The findings suggest a positive relationship. Moreover, public 
libraries appear LO be an ideal setting for a person who has been 
cultivated by a mentor to seize opportunities, to articulate a mission, 
and to be willing to take risks. As the following comment shows, 
public libraries have “many parts” that give one the opportunity 
to “add joy, structure, informational resources to the lives of people 
in our community.” And, as institutions, they give their directors 
rewarding challenges: 
Public libraries provide a special environment where the high seriousness 
of intellectual concern intersects with the basic retail aspects of local 
government service. Public libraries are the quintessential American 
middle-brow institution. Serious in intellectual, educational, and moral 
intent, they are also sensitive to the audience. This wonderful middle 
ground provides an endless supply of rewards and opportunities. 
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APPENDIX 
Mentorship Survey 
Name: 

Library: 

The first part of this questionnaire asks about the mentoring process: 

1. If you have experienced mentorship, when did you first become aware 
of it? 
2. 	What events led to attracting the attention of your mentor? 
3. 	Were you involved in the selection process? 
4. 	What age was s/he when s/he began working with you? 
5. 	How did this person help and influence your career? 
6. 	How long did the relationship continue in the mentor/protCgC mode? 
7. 	If this relationship ended, what led to the discontinuance? 
8. Are you still in contact with your mentor? 
9. 	If so, what ways are used to stay in touch? Are these methods initiated 
mutually? 
10. Have you experienced a series of mentors? If so, please explain. 
The second part of the survey explores more fully the nature of the interactions 
between you and your mentor. 
11. How did your mentor introduce you into the relationship? 
12. Were there characteristics about your mentor that you wished to emulate? 
13. Of all the attributes that could be used to describe your mentor, which 
one best describes hidher character? 
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14. 	In looking back, what was most valuable in helping to define you as 
a leader? 
15. 	Why did you decide on a career in public libraries? 
16. 	What career choices did you make that led to your current position? 
Was your mentor involved? If so, how? 
The final section examines demographic characteristics of you and your 
mentor@).If your experiences involve more than one mentor, please include 
them. 
17. What was the background and education of you and your mentor? 
18. What were the sex, race, and age of you and your mentor? 
19. What positions did you and your mentor have at the time the mentoring 
occurred? 
20. 	Is there anything about mentoring that you wish to share that was not 
included in the questionnaire? 
21. What do you 	find especially rewarding in  working in  public 
librarianship? 
22. 	What sort of things are the most challenging? 
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Identifying and Encouraging Leadership 
Potential: Assessment Technology 
and the Library Profession 
PETERHIATT 
ABSTRACT 
THEFIRST EXPERIMENTAL APPLICATION of assessment technology to 
individual professional career development was in the field of 
librarianship. Entitled “Career Development and Assessment Center 
for Librarians” (CDACL), it took place from 1979-83 in the Pacific 
Northwest. The CDACL experiment also marked the first use of 
assessment centers in a predominantly female profession. 
The purpose of this article is to explain how assessment 
technology identifies and improves leadership and management skills, 
and, based on the experience with the Career Development and 
Assessment Center for Librarians in the Pacific Northwest, especially 
how assessment centers identify and nurture leadership in the 
profession of library and information science. 
BACKGROUND TECHNOLOGYFOR ASSESSMENT 
Assessment technology was developed in the United States during 
World War I1 for the specific purpose of identifying military personnel 
with leadership skills. Created by the OSS (Office of Strategic Services, 
now the CIA), this approach to assessment combined performance 
testing developed early in the century with post-World War I German 
methods of leadership management, German observational and 
behavioral testing undertaken in the 1930s, and British group testing 
procedures devised early in World War I1 (Thornton & Byham, 1982). 
This OSS model, delivered by way of “assessment centers,” remains 
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the most accurate and unbiased method yet created to objectively 
evaluate management skills. 
In 1956, American Telephone and Telegraph (AT&T) adapted 
assessment technology to select, hire, and promote its personnel. After 
ten years of evaluation, assessment centers earned credibility as the 
most accurate method available to predict management success in 
a corporate environment. International Business Machines, Inc. also 
used assessment technology and conducted longitudinal studies over 
a decade which showed assessment centers to be the best way to predict 
success in the hiring and promotion process. 
A comparison of commonly used evaluation methods showed 
the following percentages of accuracy in predicting success on the 
job as measured at the end of a decade (see Thornton & Byham, 
1982, pp. 153-64, 263-320): 
Paper and pencil test 10-12% 
Combination of traditional methods 
(intelligence tests, personality 
tests, projective tests, interview) 35% 
Assessment centers 80-85% 
Of special interest is the fact that the Equal Employment 
Opportunities Commission (EEOC) endorses and accepts assessment 
technology as a valid, racially blind method for selecting personnel. 
Further, in 1973 a consent agreement between American Telephone 
and Telegraph and the U.S. Department of Labor accepted assessment 
centers as the method by which women would be evaluated for 
placement in AT&T’s accelerated management development program 
(Thornton & Byham, 1982, p. 16). 
DEFINING CENTERSASSESSMENT 
An assessment center is a process rather than a place. It is a 
comprehensive standardized procedure in which mu1 tiple assessment 
techniques, such as situational exercises and job simulations (e.g., 
games, discussion groups, in-basket exercises, reports, and presen- 
tations), are used to evaluate individual employees. Trained 
management evaluators are selected from a group who have not had, 
nor expect to have, direct supervisory experience with the 
participants. They conduct the assessment and make recom-
mendations about the employee’s management potential and 
developmental needs. Results are communicated to higher 
management for use in personnel decisions regarding promotions, 
transfers, and career planning. Communicated to the participants, 
the results become the basis for insight and development (Thornton 
& Byham, 1982, p. 1). 
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First used by U.S. corporations in the hiring and promotion 
processes, assessment centers are now of ten used to select personnel 
for higher level management positions in city government-and have 
been used in several libraries for similar purposes. (Both recent 
directors of the El Paso, Texas, Public Library were selected entirely 
through the use of assessment centers. The city of Spokane, 
Washington, as do many cities in California and several other states, 
uses an assessment center in the selection of such offices as police 
chief and fire chief. An assessment center was used there in the 
selection of the current Spokane City Librarian [1990]. The CDACL 
team consulted with the Washington State Library in setting up  an 
assessment center for the selection of its former Deputy State Librarian 
[19861.) The CDACL evaluated librarians who volunteered for the 
express purpose of guidance in their career development. Whereas 
the typical assessment in a corporate or municipal setting ends in 
a win-lose situation-one candidate is hired from several vying for 
a position-the CDACL provided positive feedback of behavior on 
an en tirely confidential basis. Candidates were evaluated, received 
profiles of their management skills, and were individually counseled 
regarding career planning. Naturally, few businesses go beyond “you 
lose” with candidates rejected for a position, but in some settings 
it may make sense to develop those skills identified by the assessment 
center as being weak or deficient thereby providing a “win” situation 
for the candidate. 
Assessment centers can be used for a variety of purposes in the 
library field: 
0 in the hiring and promoting selection processes; 
for individual career development; 

0 to aid personal professional growth and development; 

0 to learn to supervise staff more effectively; 

0 to build confidence; 

to lower barriers to administrative advancement which are the result 
of a lack of geographic mobility, dead-end jobs or burnout; 
to develop focused continuing education programs for professionals 
at all levels; 
to develop masters and doctoral curricula which incorporate the 
findings of assessment technology research as well as of the clusters 
of weaknesses identified in local assessments; 
to evaluate strengths and weaknesses in management skills in 
individual library and information science students, allowing for 
the tailoring of a specific course of study to student needs; 
and to empower individuals who are part of ethnic or racial groups 
or other groups with double barriers to overcome, such as gender, 
to apply for new positions and to advance. 
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THECDACL ASSESSMENT CENTERS 
The Career Development and Assessment Center project was 
guided from the start by the principles of networking and effective 
professional and association involvement. A thirteen member 
advisory council represented special libraries, academic libraries, 
public libraries, community college libraries, school library/media 
centers, and private academic libraries. Both state and provincial 
associations and the Pacific Northwest Library Association (PNLA) 
offered support, communication, leadership, and a means for 
identifying assessors and assessees. A four member steering committee 
consisted of the chairperson of the advisory council, a PNLA board 
representative, the Washington State Librarian, and the principal 
investigator (the author). This base of professional and association 
strength was the most important factor in the establishment and 
success of the CDACL. 
The major ingredients of a successful assessment center are its 
trained assessors, interested assessees, and well-chosen case studies- 
but, most importantly, the process itself. The CDACL set three criteria 
for selecting assessors: (1) “supports growth of librarians as 
individuals”; (2) “leadership style respected by staff”; and (3) “perceives 
women as effective in many roles, professional as well as personal” 
(Career Development and Assessment Center, 1980). Assessors were 
trained over two days by Ester Huey, a consultant for Development 
Dimensions International, Pittsburgh, Pennsylvania. She led the 
assessors through an evaluation process designed to teach them to 
observe and measure behavior objectively against carefully defined 
management dimensions. This intensive training was an important 
key to the success of the CDACL. 
In the end, the accuracy and effectiveness of the assessment center 
depends on the quality of assessor training. We refer the reader to 
the 1989 Guidelines and Ethical Considerations for Assessment Center 
Operations endorsed at the Seventeenth International Congress on 
the Assessment Center Method (Pittsburgh, Pennsylvania), replacing 
the 1979 Standards and Ethical Considerations for Assessment Center 
Operations (Task Force on Assessment Center Guidelines, 1989). 
Assessees, on the other hand, were selected for the CDACL from 
numerous applicants who held an MLS degree from an accredited 
library school program and who had at least two years’ professional 
work experience. With assistance from other experienced pro- 
fessionals, Ruth Hamilton, one of the two CDACL codirectors, 
developed short case studies applicable to a variety of situations for 
use in the assessment centers. In a typical selection situation, for 
example, the case study focuses on aspects of a carefully written job 
description; the assessee then is instructed to perform one of the 
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tasks. The object of the assessment center from the perspective of 
the assessee is to provide self knowledge upon which to base career 
planning. Thus an assessment represents a simulation of the work 
environment, and the assessee performs tasks to solve problems, 
evaluate information, prioritize action response, and design plans 
to achieve new objectives (Career Development and Assessment Center, 
1980,back page). 
The typical assessment center procedure involved three days: a 
first session occupied a day and a half; a second session occupied 
a half day; and a third session, typically held two weeks after the 
second session, occupied a third day. Three assessees, three assessors, 
and one of the codirectors to administer the process constituted the 
staff of an assessment center (six assessees, three assessors, and one 
center administrator [codirector] would constitute future centers). 
Day one of assessment provided orientation for the assessees and 
introduced them to the assessor team. During the morning the 
assessees received their case study, reviewed information and 
instructions; in the afternoon, they participated in one-on-one 
interviews and a group discussion. They worked independently 
during the evening to prepare an oral presentation. 
During day two, assessees made oral presentations conveying and 
defending recommendations from their case study. Simulation 
exercises concluded before lunch, and assesses were free to return 
to their jobs. 
Day three found the assessees in one-on-one interviews scheduled 
about two weeks later with the codirector (serving as the center 
administrator) regarding the competency profile which emerged from 
the assessment process. The objective of this interview was to relate 
new information to individual career development plans and personal 
expectations. 
The assessors spent day one with the assessees for orientation 
and introductions, then met with the codirector to prepare for team 
activities. That afternoon each assessor observed a one-on-one 
interview and the group discussion. That evening each prepared a 
written evaluation based on defined measurable criteria for each 
assessee observed. 
During the morning of day two, the team of assessors observed 
the oral presentations of the assessees. That afternoon and evening, 
the assessors completed their evaluations and integrated the 
information of each assessee into a final report. Because each assessor 
had seen each assessee perform one exercise, all three had observed 
a different assessee in a different exercise. Trained to record only 
observed behavior related to a specific skill, the assessor at the end 
of the simulation examined her or his recorded observations and 
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arrived at a numerical score which accurately reflected the behaviors. 
All assessors worked together as a team thereby preserving that 
objectivity and fairness which gives the assessment center its unique 
validity. Final agreed-upon numerical ratings are arrived at only with 
the evidence of observed behavior. Because each assessor has observed 
each assessee in a different exercise, the range of observations and 
situations lends further validity to the final rating. 
The codirector (assesssmen t center administrator), trained as an 
assessor and as an assessment center administrator, oversees the entire 
process and interprets the resulting management profile with each 
client. 
MANAGEMENTDIMENSIONS 
Another critical component for a successful assessment center 
is the choice of pertinent management skills or dimensions for 
evaluating personnel. Dimensions deemed of critical importance in 
the library field were identified by Vernon E. Buck, associate professor 
for management and organization in the University of Washington’s 
Graduate School of Business Administration. Buck identified those 
management dimensions most important to professional librarians 
in all types and sizes of libraries and occupying the full range of 
professional library positions. These dimensions closely parallel those 
identified by IBM and AT&T and by researchers in graduate business 
schools. 
One goal of the CDACL was to identify barriers that prevented 
women librarians from occupying administrative posts in anything 
like their ratio in the profession. During its first two years, the CDACL 
assessed Washington women librarians only; the third and final year 
the CDACL was open to men and women from the seven Pacific 
Northwest states and provinces which constitute the Pacific Northwest 
Library Association. 
NEEDFOR STRENGTHENED LEADERSHIPPROFESSIONAL 
There is a growing call for librarians to exercise sophisticated 
control over humankind’s records, a mandate that grows from the 
increased rate and nature of societal change predicted for and even 
now occurring in the 1990s. The most comprehensive and useful 
documentation of societal change and its implications which the 
CDACL team has been able to uncover is United Way of America’s 
(1989) What Lies Ahead: Countdown to the 22st Century. The task 
force authors identify nine major “changedrivers”: the maturation 
of America, the Mosaic Society, redefinition of individual and societal 
roles, the information-based economy, globalization, economic 
restructuring, personal and environmental health, family and home 
redefined, and the rebirth of social activism. 
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Each of the foregoing changedrivers offers insight into needs 
of individuals, organizations, and government for information in all 
its forms-from facts to wisdom, from respite to inspiration, from 
preschool to lifelong learning. A thoughtful reading of What Lies 
Ahead suggests that strengthened library leadership could empower 
the profession to take its place as a leader among other professions. 
Leadership is indeed the key to assimilating societal change in 
all the professions, but it is particularly needed in librarianship- 
the profession which identifies, organizes, disseminates, and 
stimulates the use of information in all its forms and formats. 
Further, such authoritative writers as Peter Drucker (1989), John 
Gardiner (1990), and Rosabeth Moss Kanter (1989) have described 
the first major change in organizational management in over 100 
years. The move from the traditional hierarchical structure to a 
flattened structure in management has enormous implications for 
libraries. In the new manner, decisions are not made at the top of 
the organizational chart and communicated downward but rather 
decisions are made on the spot by those on the front line. These 
workers demand instant access to information. In other words, 
decision making and the information necessary for making decisions 
is increasingly in the hands of those on the line. The implications 
to libraries, both as purveyors of information and as organizations 
with their own management structure, is increased awareness and 
progressive leadership. 
ELEMENTSOF LEADERSHIP BYADDRESSED 
ASSESSMENTCENTERS 
As stated earlier, Vernon E. Buck (1979) asked librarians in all 
types of Washington libraries to identify those management skills 
deemed necessary to librarianship. He asked them to identify the 
skills they would like to see in their employers and supervisors. His 
research design was as follows: 
1. Conduct three needs assessment workshops asking the following 
questions: What technical and interpersonal competencies do 
managers seek? What competencies can be observed or learned 
on the job? What competencies cannot be acquired in the library 
environment? How can these best be taught? 
2. Report on data from Needs Assessment Workshops. 
3. 	Questionnaire to attendees to prioritize competencies. 
4. Major questionnaire to all employed professional librarians in 
Washington. 
5. 	Through the computerized database of the major questionnaire, 
organize professional competencies into functional components. 
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From the ensuing data, Buck evaluated and organized attitudes, 
skills, behaviors, techniques, and concerns in to three categories: 
(1) interpersonal learning competencies such as motivation, reading 
skills, group dynamics, labor relations; (2) interpersonal being 
competencies, such as a flexible, tenacious, graduate of a good school, 
is more client oriented than task oriented; and (3) technical 
competencies, such as expertise in accounting, work-flow analysis, 
building renovation, and applications of new machines. 
Buck’s resulting questionnaire was designed so that respondents 
could regroup the data in order of importance, as well as comment 
and expand on the data from their own personal and professional 
points of view (see Table 1). 
Based on an analysis of the returned questionnaires and these 
rankings, Buck then identified fourteen competencies (or dimensions) 
needed for successful library management in Washington-and, 
presumably, in areas of North America outside of the PNLA region 
of Alaska, Idaho, Montana, Oregon, Alberta, and British Columbia, 
the areas from which participants in the CDACL were drawn. This 
list can be used to match skills needed for a particular job or used 
in groupings to develop individualized profiles of management 
dimensions for a particular library job. In future assessment centers, 
dimensions drawn from the business world, such as “creativity,” might 
be added; some tailoring of the list to meet regional needs and concerns 
might also be appropriate. 
In any event, the fourteen management dimensions Buck 
identified served as the basis for evaluating participants in the 
assessment centers the CDACL conducted. These dimensions may 
be grouped into two broad categories-communication and 
management. Each dimension must be defined carefully, and each 
assessor must use that specific definition in evaluating each assessee. 
Career Development and Assessment Center Dimensions 
I. Communication 

Effectively express the service and program mission of various aspects 

of librarianship on individual and group situations (includes gestures, 

non-verbal communications, and visual aids). 

1. Listening. Ability to accurately comprehend the oral com-
munications of others; to remember, evaluate, and integrate data 
so obtained. 
2. 	Oral Communication. Ability to orally express or present ideas 
and factual information clearly and effectively. 
3.  	Sensitivity. Ability to perceive and reach to the feelings and needs 
of others. Objectivity in perceiving their own impact on others. 
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TABLE1 
COMPETENCIESREGROUPEDBY RESPONDENT IN ORDERDATA OF IMPORTANCE 
I. 	Reading skills 104 
Writing skills 114 
Listening skills 117 
Verbal, face-to-face skills 116 
11. Evaluation of personnel 90 
Training and development of employees 99 
Conflict management 68 
Dealing with criticism 77 
Stress management 63 
Decision-making techniques 100 
Problem-solving techniques 107 
Priorities setting 110 
Job descriptions-job analysis 58 
111. 	Fair 102 
Stable 95 
Mature 101 
Experienced 40 
Faces up to difficult issues 108 
Deals successfully with life crises 65 
Creates and maintains loyalty 72 
IV. Has positive attitude toward self, others, and 
library science 115 
Faces deadlines without procrastination 83 
Has well thought-out value system 62 
Engenders respect 97 
Has scholarly commitment 19 
Has commitment to library career 86 
Is cooperative within the profession 87 
Admits areas where lacking expertise 74 
V. Management directing 	 91 
Management organizing 96 
Management planning 105 
Management controlling 64 
Management by objectives 56 
Delegating and accountability 106 
Organizational behavior 48 
Organizational structure and bureaucracy 34 
Marketing of services 70 
Is comfortable with change and innovation 94 
Change-implementing new programs 89 
Conducting effective meetings 82 
Committee and task force effectiveness 46 
Gaining and keeping staff support 92 
Leadership and management style 66 
VI. Enhancing professional contacts 	 60 
Enhancing professional visibility 49 
Lobby-political-persuasive skills 79 
Public relations and promotional skills 93 
Motivation2 112 
Graduated from ALA-accredited school 30 
ave. = 113 
ave. = 88 
ave. = 82 
ave. = 78 
ave. = 76 
ave. = 70 
total ave. = 71 
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TABLE1 (Cont.)  
COMPETENCIESREGROUPEDBY RESPONDENT IN ORDERDATA OF IMPORTANCE 
VII. Open 
Flexible 
Tolerant 
Empathic 
Enthusiastic 
Common sense 
Has sense of humor 
Accepts criticism 
Follows matters through to conclusion 
Is more client- than task-oriented 
Does not engender fear 
Innovative/crea tive 
VIII. 	 Is aware of own limitations 
Enjoys diverse groups and structures 
Is willing to compromise 
Is comfo;table with conflict 
IX. 	 Confident 
Takes risks 
Is geographically mobile 
Has stamina 
Avoids work- and role-overload 
Has been individually responsible for results 
Desires leadership responsibilities 
X. 	 Desires leadership responsibilities 

Has high tolerance for frustration 

Is tenacious 

Is toughminded 

Is forceful 

Knows own career objectives clearly 

XI. 	 Enjoys being a team player 
Group decision-making and participatory 
management 
Group dynamics 
Enjoys diverse groups and structures 
XII. 	 Personnel hiring and firing 
Interviewer-interviewee skills 
Labor relations and labor law 
Negotiating skills 
Affirmative action-civil rights 
Assertiveness training 
Performance appraisal systems 
Wage and salary administration 
Resume preparation 
Motivation 

Group dynamics 

XIII. 	Current trends in library science 
Trends in subject specialties 
Importance of second masters degree 
50 

103 

69 

37 

78 

113 

71 

76 

109 

42 

1 

85 

81 

26 

61 

47 

98 

32 

16 

73 

6 

75 

88 

88 

57 

41 

20 

22 

53 

29 

51 

45 

26 

59 

67 

21 

35 

33 

25 

55 

44 

31 

112 

45 

84 

38 

2 

ave. = 70 

ave. =54 

ave. = 50 

total ave. =55 

ave. =47 

ave. =42 

total ave. = 38 

ave. =41 

total ave. = 48 

ave. =41 
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XIV. Accounting techniques 7 
Budgeting-general 80 
Budgeting-zero-based 28 
Finance 36 
Economics 18 
Cost-benefit analysis 
Equipment investment analysis 
43 
27 ave. = 34 
XV. Operations and systems analysis 54 
Workflow analysis 52 
Statistics and probability 11 
Quantitative methods-general 
Contingent thinking 
10 
23 ave. =30 
XVI. Recruiting and managing volunteers 8 
Sensitivity and self-awareness training 24 
Creative use of leisure time 4 
Coping with failure 
Career counseling 
39 
13 ave. = 18 
XVII. Laws and contracts 14 
Bidding and procurement 
Insurance 
9 
3 
Building design-new 
Building-remodeling 
12 
15 ave. = 11 
XVIII. Tolerates ambiguity and uncertainty 
Perception and stereotyping 
5 
17 ave. = 11 
Source: Buck, V. E. (1979). Toward professionals managing professionals: A case study 
of career development for women librarians. In P. P. LeBreton et al. (Eds.), The 
evaluation of continuing education for professionals: A systems view. Seattle, WA: 
University of Washington Press. 
4. 	Written Communication Skills. Ability to clearly express concepts 
and information, in writing, in well-organized and good 
grammatical form. 
11.Management 
1. Decisiveness. Readiness to make decisions, render judgments, take 
actions, or commit oneself. 
2 .  	Delegation. Utilizing subordinates effectively by allocating 
decision making, accountability, and other responsibilities to the 
appropriate subordinate. 
3 .  	Flexibility. Modifying behavior to reach a goal as work 
environment changes. 
4. 	Initiative. Ability to actively influence events to achieve goals 
and quotas. Self starting, taking action to achieve goals beyond 
what is necessarily called for. 
5. Judgment (Decision making). Developing alternative courses of 
action based on logical assumptions and which reflect factual 
information and rational and realistic thinking. 
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6. 	Leadershi@.Ability to utilize appropriate interpersonal styles or 
methods in order to effectively guide individuals (subordinates, 
peers, supervisors) or groups toward task accomplishment. 
7. 	Management Control. Ability to establish procedures to monitor 
and/or regulate processes, tasks, or job activities and respon- 
sibilities of subordinates. Ability to evaluate the results of 
delegated assignments and projects. 
8. Planning and Organizing. Establishing a course of action for 
self and/or others to accomplish a specific goal; planning proper 
assignments of personnel and appropriate allocation of resources. 
9. Problem AnalysislSolving. Ability to identify problems, research 
relevant information, identify possible causes of problems, and 
suggest workable solutions. 
10. 	Tolerance for Stress. Ability to effectively perform in stressful 
situations which may be caused by time pressures, frequent 
interruptions, and/or task difficulty. 
The CDACL showed that management skills are essential for 
success as a librarian (Hiatt, 1982, p. 23). This observation holds 
for any position, whether or not primarily administrative or 
supervisory. In other words, the skills (or dimensions) identified 
earlier are the skills needed for effective leadership throughout the 
organization. 
Some intriguing patterns emerged from the evaluation of the 
CDACL experience. First, although the typical participant was only 
slightly above average in managerial skills, all participants reported 
that their managerial skills were evaluated as higher than they 
themselves believed them to be. In short, their confidence level was 
low, a pattern which remained unchanged in the final year when the 
geographical area was expanded and men were included for the first 
time (Buck, 1979). If the library profession seeks to identify and 
encourage leaders and potential leaders, i t  should ask whether the 
confidence level is universally low and what can be done to raise it. 
A second pattern is best summed up  in the comment by a male 
assessee working with two female assessees: “First time I ever worked 
with a woman librarian on a peer basis” (interview, personal 
communication, July 1981). 
Women today constitute approximately 82 percent of the library 
profession. Yet in 1974 there were no women directors at any of the 
over-100 large research libraries in North America, and today women 
remain under-represented in prestigious administrative positions in 
ARL libraries. According to Schiller (1975): 
Nationally, women make up 82 percent of all professional librarians. 
However, they hold only 39 percent of the public library directorships 
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in cities with a population of 100,000 to 400,000 and only 10 percent 
of the directorships of very large city libraries (more than 750,000 
population). 37 percent of the largest special libraries (those with a staff 
of ten or more) are headed by women. In academic institutions with 
enrollments of more than 3,000 students, women hold only 8 percent 
of the directorships. (p. 15) 
If there is approximately the same percentage of librarians with 
leadership potential in the 82 percent of the profession which is 
female-and this assumption is a reasonable one-then it follows 
that the profession, as well as American society, has lost the benefit 
of an important cadre of leaders. 
Individual career development was specifically addressed by the 
CDACL. The design matched managerial skills against career plans, 
and counseling (in fact, simple debriefing) at the close of each 
assessment center focused on what each assessee might consider doing 
if he or she wished to pursue the career goals stated at the outset. 
Some assessees wanted internships to gain managerial perspectives; 
others wanted courses to strengthen obvious weaknesses; still others 
wanted to work toward additional degrees, often in management. 
Several have left librarianship; a few refused promotions when they 
found they did not have the skills to do the jobs. It appears that 
most of the assessees (eighty-nine were assessed over the three-year 
period) used the analysis of their management profiles to increase 
leadership skills. 
DEVELOPMENT THROUGHOF LEADERSHIP 
ASSESSMENTTECHNOLOGY 
A central purpose of an assessment center is to create a profile 
of the assessee’s managerial strengths and weaknesses. Thus leadership 
potential is uncovered. (The fourteen management dimensions 
identified through Buck’s research are those deemed necessary to 
effective library management by professional librarians. Within that 
context, i t  is revealing to note how the specific dimension, 
“leadership,” is defined in managerial terms: “Ability to utilize 
appropriate interpersonal styles or methods in order to effectively 
guide individuals [subordinates, peers, supervisors] or groups toward 
task accomplishment.”) The assessment center experience has direct 
impact not only on the identification of leaders, but also on the 
encouragement and growth of leadership. Several important uses of 
assessment centers demonstrate the power of assessment technology 
to both identify and to foster leadership in the profession. 
Selection 
The selection (hiring) of those who have demonstrated needed 
management skills has a long history of use in business and is, in 
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fact, one of the two major applications of assessment technology. 
As noted earlier, the assessment center predicts more accurately than 
any other evaluation technique or combination of techniques those 
with managerial skills and leadership potential (Thornton & Byham, 
1982, pp. 153-64, 263-320). 
Evaluation for Individual Career Development 
Each of the management dimensions measures a facet of 
leadership qualities. After a librarian goes through the assessment 
center, a management profile results. If this is shared and discussed 
with the librarian, as in the Career Development and Assessment 
Center for Librarians, the profile serves as a basis for career planning. 
The librarian can then work toward the improvement of these 
management skills by increasing those skills in the identified weak 
areas. The CDACL, as noted earlier, was created to help women 
librarians increase their chances for leadership positions in the 
profession. Because of its purpose of individual career development, 
individual management profiles were shared only with the 
administrator of that assessment center (who, in fact, is responsible 
for writing the final evaluation) and the librarian. Other members 
of the CDACL staff-e.g., the principal investigator-saw the results 
only in coded form. 
Among assessees on the job market in the two years following 
their assessment center experience, those with higher performance 
profiles submitted fewer applications but were more likely to accept 
a job offer. Assessees with higher skill profiles were more likely to 
change jobs (Thornton & Byham, 1982, pp. 153-64,263-320). 
Typical examples of post-evaluation activity include an  
internship in a large public library’s administrative group by a high 
school librarian; taking formal courses and workshops which address 
areas of identified weaknesses; embarking on a masters degree in 
business administration; changing careers (one to become an 
attorney); reshaping the currently held position; and reworking career 
plans, comfortably accepting their profiles; or embarking on new 
professional paths, accepting or working to improve their skills. 
Promotion 
The other major use of assessment centers in business is for 
identifying the employee most apt to be successful in a higher position. 
The high success rate of such assessment centers has been noted. 
Occasionally, like the CDACL, businesses use the information from 
such a center to guide the managerial development of individuals 
who have “failed” to be promoted. Unlike the CDACL, assessment 
center ratings are shared with personnel, supervisors, and the assessee. 
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These profiles can be used by the personnel officer and the supervisor 
as a basis for working with the assessee on her/his managerial 
weaknesses. There is at least verbal evidence that corporations have 
found assessment centers to be an excellent vehicle for managerial 
improvement. (The Washington Mutual Savings Bank, Seattle, is one 
institution which has used the results of assessment centers for 
promotion to help those not selected for promotion improve the 
management weaknesses identified in the assessment center.) 
Staff Development 
As can be deduced, if individual management profiles can be 
used to help that individual improve managerial skills, grouped 
profiles can be used to work on common managerial gaps in a library 
professional staff. 
One of the interesting results of the CDACL was the identification 
of clusters of management strengths and weaknesses among the eighty- 
nine librarians assessed between 1979 and 1982. The three strongest 
and three weakest managerial skills of that group as a whole were 
as follows (Melber & McLaughlin, 1983, p. 19): 
Strongest Dimensions Weakest Dimensions 
Decisiveness Judgment 
Listening Management Control 
Initiative Flexibility 
In 1980 and 1981, the University of Washington Graduate School 
of Library and Information Science and the CDACL conducted several 
workshops for practitioners focusing on those weaknesses about which 
assessees were most concerned. A library staff development program 
could be based on a similar appraisal of strengths and weaknesses 
of professional staff determined through an assessment center process. 
Agreement would need to be reached ahead of time to share the results 
with the administration who would be financing the assessment center 
designed to meet the library’s specific needs. 
Another use of assessment technology for staff development was 
projected by a library in 1988. Working with the CDACL team, the 
director and staff development officer of the Seattle Public Library 
created a model to train all supervisory (professional) staff in 
assessment techniques (to E. Stroup, CEO Seattle Public Library, 
personal communication, November 1988). Each supervisor was to 
receive training as an assessor. Because a necessary part of becoming 
an effective assessor is to apply that training, plans were discussed 
to run a series of assessment centers either for individuals outside 
the library or for other libraries. The board turned the proposal down, 
but the concept is valid. In fact, the Battelle evaluation of the CDACL 
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identified the positive impact of the training of assessors on their 
job. This model has yet to be tested, but clearly the potential of 
assessor training as a method for developing leadership within a 
library system and, in general, improving managerial performance 
(which allows leadership to operate) is of major promise. 
ASSESSORTRAININGFOR LEADERSHIP 
One of the most significant findings of the 1979-83 CDACL was 
the impact of assessor training. As the program was designed, the 
purpose of training middle-management and administrative 
librarians as assessors was to help achieve the objective of running 
quality assessment centers. The focus of the project was on the 
assessees and the project’s objective of helping them advance their 
careers. As the project drew to a close, the Battelle evaluation revealed 
unexpected impact on the assessors (Melber & McLaughlin, 1983, 
pp. 44-45). 
The original flyer sent to prospective assessor candidates noted 
that “through participation in the assessment center process, each 
assessor will gain valuable insights into analyzing a range of 
managerial problems and identifying essential competencies necessary 
for upward mobility. This unique synergistic process of assessment 
recognizes an administrator’s responsibility for on-the-job professional 
development” (CDACL, 1980). The assessors represented a large 
proportion of the regional (seven PNLA states and provinces) leaders 
in the profession. The evaluated sample included thirty-two women 
and seventeen men. The average age was 44.2 and ranged between 
30 and 59 (Melber & McLaughlin, 1983, p. 43). 
The assessors found the assessor training to be valuable. Over 
95 percent of the assessors responded affirmatively and were able 
to cite at least one specific instance in which the training was valuable 
in their current position. Over half of the assessors referred to using 
the training in staff evaluation and development (Melber & 
McLaughlin, 1983, p. 44): 
“A heightened awareness of and ability to see objective, concrete 
elements in a subordinate’s job performance; working with peers 
in an evaluative setting allowed me to learn much that was helpful 
from their experience.” 
“It has helped me to explain putting performance evaluations 
in terms of observable behavior to my subordinate supervisors.” 
“Having clear definitions of behavior dimensions and practice 
in recognizing them as they occur allows me to pinpoint and 
encourage appropriate behaviors in my staff ....” 
“I consciously try to be more observant of overt behavior of 
more minute examples of the characteristics of job performance. At 
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present I’m using this as a behavior modification to attempt to bring 
CETA employees to entry level skills emphasizing the positive 
behavior.’’ 
Close to one-third of the assessors indicated improved 
observational skills as useful: 
“Providing awareness of management dimensions and realization 
of the behaviorally observable manifestations of these dimensions 
[gave me] a very good frame of reference I didn’t really have before.” 
“Caused me to think about the behavior of individuals in 
groups-watching who moves a group toward task accomplishment, 
for example....” 
About one-quarter mentioned greater self-awareness: 
“Better able to assess own responsibilities and ability to meet 
those.” 
“Through self evaluation of those dimensions in which I 
identified weaknesses, I have been able to analyze my performance 
for improvement.” 
Approximately 15 percent used some of the techniques in hiring 
new staff: 
“We used the assessment center dimensions in interviewing 
candidates for professional positions and we based our ratings on 
behaviors.. .observed.” 
“In terms of impact of the program, 86 percent of the assessors 
indicated that their participation in the program had a positive impact 
on their own job performance. More importantly, 88 percent indicated 
that they expected the Assessment Center program to have a positive 
impact on the status of women in the profession, and 50 percent 
expect that impact to be substantial” (Melber & McLaughlin, 1983, 
p. 43). 
ASSESSEESAND LEADERSHIP 
“It is clear that a large majority (approximately 75 percent) of 
the assessors were optimistic about the Center’s potential for 
improving the skill levels of the assessees and the quality of the 
profession. Sixty-six percent of assessors anticipated a positive effect 
on the career mobility of the participants. Approximately 40percent 
of assessors thought that identification of areas of competency and 
areas for improvement would lead to skill development and a better 
competitive position for women, and 18 percent said that increased 
self-confidence from program participation would lead to greater 
numbers of women seeking upward mobility” (Melber & McLaughlin, 
1983, pp. 45-46). 
The number of assessee responses that point toward leadership 
awareness and even the development of leaders is impressive. 
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Approximately 80 percent of the assessees thought the program 
would improve career mobility of women librarians, a hoped for 
sign that women professionals with leadership potential may be 
able to bring their skills to other libraries. About 70 percent of the 
assessees indicated the experience was useful for their current 
position. The center experience affected both attitudes and behaviors 
at work. Increased self awareness was mentioned by 34 percent; 
improved self-confidence was reported by 16 percent; and enhanced 
job performance was reported by 24 percent (Melber & McLaughlin, 
1983, pp. 23-25). 
Emerging leadership awareness was evident in many of the 
assessee responses to the Bat telle evaluation questionnaire. 
SeZf Awareness: “When dealing with other people, reminding 
myself of weaknesses in my profile helped me reduce them.” 
Self Confidence:“Made me more aware of strengths, more certain 
of my ability to handle an administrative problem.” “Helped in 
developing a positive self-image.” “Increased confidence, verified (I 
am) moving in the right direction.” 
Job Performance: “I have taken steps to delegate more effectively 
... earlier I would have taken on the work by myself.” “Aided in 
evaluating my own employees.” 
Skill Development: “More aware of management skills and need 
to practice.” “Tried to improve interaction skills.” 
Career Planning: “The AC experience was instrumental in my 
decision to change careers; i t  provided a springboard from which 
to plan and evaluate.” A librarian determined she was not interested 
in management positions: “However i t  demonstrated to me that I 
could function in a management position if I so chose. That in itself 
is valuable information to me” (Melber & McLaughlin, 1983, pp. 
25-26). 
The recognition of their skills and weaknesses impacted the view 
of many of the assessees regarding leadership and of their own 
leadership potential. One of the chief objectives of the CDACL was 
to encourage librarians, particularly women librarians, to move 
upward in order to assume their place as leaders in a profession still 
dominated by men. Battelle Human Affairs Research Center’s 
evaluation of the CDACL demonstrates that assessment centers have 
the power to do just that. 
DEVELOPMENT THROUGHOF LEADERSHIP 
CONTINUINGEDUCATION 
During the three years (1979-83)of the Career Development and 
Assessment Center for Librarians project, quite a few opportunities 
for continuing education presented themselves. Some grew out of 
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findings of the center about clusters of management training needs; 
others were mounted at the request of other groups and organizations. 
Several models were tested and are indicative of the range of 
continuing education activities that can be generated by the analysis 
of assessment center data. 
Assessee Generated Seminar 
One of the first models was a confidential closed meeting 
requested by a group of assessees. They asked the center if we could 
plan a meeting of assessees so that they could informally discuss 
their work and personal experiences since participating in the center. 
During the 1981 annual conference of the Washington Library 
Association in Ellensburg, Washington, Elizabeth Stroup, then 
director of the General Reference Services Division of the Library 
of Congress, led a session dealing with the professional and personal 
aspects of career decisions. The twenty assessees who attended, as 
well as Stroup, took particular note of the value of their assessee 
experience in helping them examine career plans on a more realistic 
and broader basis. 
Other Feminized Professions 
A test of the validity of the CDACL approach to other feminized 
professions was conducted in a two day workshop, “Assessing 
Individual Leadership Skills,” for nurses, teachers, librarians, and 
social workers. A high degree of interest was expressed by each 
profession as the process was demonstrated. The center codirectors 
and the consulting administrator concluded that very little adaptation 
was necessary for the librarian center to be suitable for these other 
predominantly female professions. 
Career Counseling. A career counseling professional from the 
University of Washington campus conducted a workshop on how 
mid-career librarians should approach opportunities for a job. A 
publication was designed to meet the request of a number of 
participants who asked for further advice on job hunting. (The 
meeting was successful. A request for further information was met 
by a publication developed after the sessions by the workshop leader 
[see Rehwinkel, 19821.) 
Graduate Classes. The center codirectors, Ruth Hamilton and 
Charlotte Wood, presented fundamental elements of the CDACL and 
of assessment technology to students in several of the required 
management classes at the University of Washington’s Graduate 
School of Library and Information Science during the CDACL project. 
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Hamilton designed and taught a graduate seminar in career 
planning for two years. Not only did the students in this class benefit 
from the new findings and experiences of the CDACL, but they were 
also able to contribute to its progress. 
Two one-week, credit summer school seminars were held in 1981-
“Management Skills for Librarians” taught by Margaret Fenn, a 
professor of management and organization in the University of 
Washington’s Graduate School of Business Administration; and 
“Library Career Issues for the 80’”’’taught by Anne Haley and Sharon 
Hammer, two outstanding library practitioners. 
Association Meetings. In addition, Ester Huey, the center’s assessment 
technology consultant, gave a distant presentation on assessment 
centers to the Virginia Library Association during this same three- 
year period; and the codirectors and the PI gave several career planning 
workshops in California, Illinois, Pennsylvania, and Oregon-e.g., 
for the Riverside City County Library, Catherine Lucas, director, 
gave presentations entitled “Identifying Managerial Skills in 
Observed Behavior” in 1981 and in 1982, at a pre-conference of the 
joint Oregon and Washington Library Association’s Convention, 
“Design Your Life Work in the 80’s.” 
Staff Development. In addition to the events described, several similar 
CE events were held at Alaska, Canada, and Oregon library association 
meetings, as well as a specially designed workshop for Federal 
Interagency Field Librarians meeting in Seattle. It is important to 
note that only the limitation of staff planning time outside the CDACL 
work restricted the number of CE opportunities which could be 
addressed. There can be little doubt that the assessment center process 
itself is a catalyst for the identification of significant continuing 
education needs and opportunities. 
Education for Library and Znformation Science 
One place to begin to develop a larger and better prepared cadre 
of professional leadership is in the graduate programs of library and 
information science. 
CURRICULUMAND BEYOND 
During the experimental period between 1979 and 1983, Douglas 
Zweizig, assistant professor in communications and management at 
the Graduate School of Library and Information Science, University 
of Washington, not only worked with his class to develop training 
tapes for assessors, but also incorporated the early findings of Vernon 
Buck’s research which identified those managerial skills deemed most 
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essential to professional library practice. This model was first 
suggested by Margaret E. Monroe (1981). 
Inevitably they (the fourteen competency areas that compose the base 
for analysis in the assessment process) will become an invaluable resource 
for analysis of management tasks around which internships could be 
structured and evaluations determined. The potential of assessment 
centers for education and evaluation as well as for counseling is still 
to be explored by library education.” (Monroe, 1981, p. 64) 
Several examples of courses and CE activities which were initiated 
in response to findings by the CDACL were discussed earlier under 
the heading Continuing Education. 
EVALUATIONOF APPLICANTS 
As regional assessment centers are created across North America, 
i t  may be possible to send applicants through an assessment center 
as part of the evaluation for admissions. Schools which have 
management and leadership as educational goals for their programs 
may wish to take into account the ratings applicants received. This 
author, with thirty years experience as a library educator, is more 
than aware of the logistical difficulties of such a program but would 
be loathe not to suggest i t  as an important step in advancing the 
profession. 
STUDENTS 
Far more feasible are two applications of assessment centers in 
the school program: (1) pre- and post-assessment center evaluations 
for new and graduating students; and (2)assessment center evaluation 
of incoming students (volunteer or required). The  value of 
establishing a managerial profile at the start of the student’s program 
and comparing that profile with one generated by an assessment 
center at the close of her/his program is obvious. The results could 
be used by faculty in evaluating and improving the curriculum as 
i t  affects management skills, and the results could be used by the 
individual student as a component in career planning. 
The National Advisory Committee to the Career Development 
and Assessment Center for Librarians Project: Phase 11, has suggested 
that assessment centers be used in graduate programs of library and 
information science to pre-test students in order to develop a 
management skills profile. This profile would be used to help each 
student in developing an individualized course of study better 
preparing her/him to meet the need for leaders in the profession. 
(As noted later in this article, the W. K. Kellogg Foundation funded 
a phase I1 of the CDACL in 1991 in order to prepare the materials 
and experiences of the 1979-83 CDACL for publication. The American 
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Library Association served as the institutional base for this project, 
and the Office for Library Personnel Resources [OLPR], under the 
direction of Margaret Myers, was the project manager. 
For purposes of guiding the project, critiquing the manuscript, 
and planning for the integration of assessment technology into the 
profession, OLPR and the CDACL appointed a national advisory 
committee chaired by Martin Gomez, director of the Oakland 
[California] Public Library, and including: Mae Benne, professor 
emeritus, University of Washington; Robert Geiman, vice-president 
for administration, Masters College, Newhall, California; Kathleen 
Heim, dean of graduate studies, Louisiana State University; Patricia 
M. Paine, library administration, Fairfax [Virginia] County Public 
Library; Sandra J. Pfahler, associate director, University of 
Wisconsin-Madison Memorial Library; and Jane Robbins, dean, 
School of Library and Information Studes, University of Wisconsin- 
Madison.) 
ASSESSMENT AND UNDERUTILIZEDCENTER 
LEADERSHIPPOTENTIAL 
Approximately 82 percent of professional librarians are women 
(U.S. Bureau of Labor Statistics, January 1976, Table 2, January 1989, 
Table 22). Many sources offer differing percentages for the men/ 
women ratio in the library profession. Some include school librarians 
who do not hold the masters degree from an accredited program, 
others focus on academic and public libraries only, some are sounder 
in their gathering of data than others. However, for more than three 
decades the ratio of women to men in the library profession has 
been consistently reported by all sources in the range between 82 
percent and 85 percent. It should be noted that the ALA Office of 
Library Resources (personal communication, June 1991) reported a 
73.15percent figure for women in 1990 in academic and public libraries 
who received degrees or certificates in library and information science. 
The base may be different than that used in the percentages mentioned 
earlier. It was first reported in Women in Librarianship: Meld ’ s  
Rib Symposium (Myers & Scarborough, 1975) that only 33 percent 
of the prestigious library positions were held by women. It can be 
assumed that the percentage of potential leadership in that 82 percent 
is not significantly different than among the male 18 percent. If that 
is so, a large cadre of potential leadership exists and, with evaluation 
and training, they can become leaders. Further, i f  the rate of changes 
predicted by such organizations as the United Way of America (1989) 
prevail in the 199Os, society will not be able to wait for a new 
generation of information professionals to reach traditional positions 
of influence. 
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The CDACL was first created because of a deep concern of several 
librarians in Washington state over the continuing discrimination 
against women’s upward mobility to leadership positions in the 
profession of library and information science. There have been 
suggestions emerging of late that women administrators bring unique 
strengths, different than male administrators, to their management 
style (e.g., Moris, 1990). If research finds this to be so, then the 
profession can look forward to benefiting from such possible female 
managerial characteristics as long-range planning and thinking, 
interdisciplinary thinking (thinking across lines in context), equity 
(women think in terms of family circles instead of pyramids of power), 
conservation (and thrift), nurturing and connection (supporting 
others as opposed to individualism and standing alone), and 
spirituality (Moris, 1990). 
Sally Helgesen (1990), in her new book, The Female Advantage: 
Women’s Ways of Leadershi$, discusses how leaders actually behave 
and, through case studies, how women approach leadership. She cites 
what she calls the “Web Structure” or a dialogue of interactions- 
i.e., a woman is more concerned in getting a “vision” across, and 
is concerned with the care and empowerment of others rather than 
personal power. 
The Career Development and Assessment Center researched those 
management dimensions which are deemed necessary to successful 
library performance. It is to be hoped that this new area of research- 
seeking differences in managerial skills between men and women- 
will move rapidly. 
THEASSESSMENT ANDCENTER,LEADERSHIP, 
RESEARCHFINDINGS 
During and at the close of the 1979-83 Career Development and 
Assessment Center cosponsored by the Washington State Library, the 
University of Washington Graduate School of Library and 
Information Science, and the Pacific Northwest Library Association, 
the Battelle Human Affairs Research Centers (Seattle, Washington) 
conducted evaluative research focusing on the objectives of the project. 
An unusual opportunity for follow-up research was presented 
ten years later when the W. K. Kellogg Foundation contracted in 
1990-91 with the original team of Ruth Hamilton, Charlotte Wood, 
and Peter Hiatt to both prepare the materials and experiences from 
the original project for publication and also conduct a limited 
longitudinal study of the original participants. Again, the Battelle 
Human Affairs Research Centers conducted a major part of this 
longitudinal research under the direction of Barbara D. Melber, a 
codirector of the earlier study. Some preliminary data from this latest 
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Battelle Study are presented later. In addition, some raw material 
from the case study interviews conducted of assessees and assessors 
by this author is presented. 
In all three research studies (Battelle, 1983; Battelle, 1991; Hiatt, 
1991) the success of the center; the impact (both personally and 
professionally) on the potential for improving the status of women 
in librarianship; and the importance of the CDACL in identifying 
and encouraging leadership are highly rated. 
The preliminary analysis of the longitudinal study made 
specifically for this issue of Library Trends is not able to show direct 
cause and effect relationships between the CDACL and various 
individual career changes or what impact it has on the status of women 
in librarianship. The case studies are somewhat more revealing. 
1979-1983 BATTELLERESEARCH 
The essential data from the first Battelle evaluation are presented 
in the earlier material relating to assessees and assessors. In summary, 
the eighty-nine librarians assessed by the close of that project reported 
a wide variety of impacts: 
prioritization of their continuing education needs, based on 
information from written assessment profiles; 
affirmation of strengths on which to build new concepts of career 
goals; 
self-knowledge became the essential base for life/career planning; 
managerial dimensions were used in daily responsibilities at all 
levels of the organization. 
Assessees also validated that the assessment center experience had 
another impact-i.e., a realistic preview of higher managerial 
responsibility. 
In addition, every assessee began some self-development activities, 
some quite comprehensive. Each assessee designed a five-year goal 
program (none of the women had ever done so before; most of the 
men’s plans were vague). Upward mobility, job enrichment in their 
present positions, and the need to design techniques of self-renewal 
to prevent “burnout” were common themes resulting from the 
program. 
1991: BATTELLERESEARCH 
In 1991, Battelle set out to compare differences between those 
who were assessed in the original CDACL and a control group of 
those who applied and met the qualifications of the center but were 
not assessed. (The budget was limited by the fact that all expenses 
were paid for in the initial experiment.) A preliminary overview 
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focuses primarily on comparing assessee and applicant (control 
group) data. 
Battelle reports that there is no question of the impact of the 
CDACL on assessees and those who applied, but as yet has not been 
able to determine what the amount of that impact is relative to the 
group having assessment center experience versus a “normal” group 
of librarians. We do not know at this point whether such comparison 
data are available. Without it-yet another gap in research in library 
and information science-it will not be possible to determine if the 
assessment center impact has made specific differences on those 
assessed compared with the rest of the profession. 
The Battelle research team did not expect big differences between 
the assessee and the applicant groups. This study, in fact, is looking 
at a self selected, highly motivated, career-oriented group of librarians, 
and that is true of all who applied, the control group as well as 
those who went through the assessment center. What the Battelle 
study reveals to date is a profile of motivated librarians rather than 
significant differences between assessees and the control group. “By 
virtue of their application to the Assessment Center program both 
groups could be characterized as highly motivated and career-oriented 
librarians” (Melber et al., 1991, p. 1). 
“A very high number of assessees (98 percent) and applicants 
(97 percent) indicated that they are currently employed.” (p. 1) 
“A large majority of both assessees (74 percent) and 
applicants (84 percent) remain working in a library position.” 
(P. 1)
“A majority of both assessees (60 percent) and applicants 
(78 percent) have mid- to upper-level management respon-
sibilities.’’ (p. 4) 
As a whole this is a group of librarians who have really 
moved to management position. Over two-thirds report positions 
as “Large Library System Director (3%),Large System Department 
Manager or Medium Sized System Director (20%),or Department 
Manager or Small Library Director (44%).”(p.6) 
The major reasons for changing jobs are positive: 45 percent 
for promotions; 40 percent for change in content of work (“more 
challenging,” “more interesting”); very few ( 15-20 percent) for family 
reasons (p.8).There is a strong indication that many librarians follow 
a career path within a type of library (p.9). 
These preliminary findings reflect the combined profiles of the 
assessees and the control group. Two factors would seem to be special 
and specific to the NW CDACL (B. D. Melber, C. 0. Westra, P. S. 
Hunt, personal communication, June 20, 1991): 
1. T h e  use of assessment center technology for professional 
development and not as a selection device. Assessment centers have 
been, and continue to be, used primarily for selection and 
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promotion purposes, killing any real opportunity to use the data 
gained for individual professional development. The CDACL is 
not a “win-lose” situation, and therefore the information gained 
in the process can be used in a contributive fashion. 
2. 	The NW CDACL is providing professional development at two 
levels at once: 
a) developing managerial levels by training assessors, and 
b) developing professional librarians at the service level. 
Therefore, there is an increasing possibility of having impact on 
enlightened managers as well as affecting junior staff. Several of the 
earlier quotes illustrate these points. 
As of this writing, Battelle has several additional analyses to 
conduct. Undoubtedly, additional information will be forthcoming. 
The full report (Battelle and Hiatt) will be published for the 
profession. It is clear at this point that, until base-line data for the 
profession as a whole are available against which we can profile 
the CDACL group, we will not be able to present a clear picture 
of either the nature of those who apply for assessment centers or 
the impact of the assessment centers on those who participate. 
1991: HIATTRESEARCH 
Concurrent with the writing of this manuscript, a series of 
longitudinal case studies of assessees and assessors are being 
conducted. Although these interviews are still in process, making 
it impossible to draw any general conclusions, a look at some of 
the responses is revealing not only of the original CDACL and its 
impact, but also of the future of assessment technology in the 
profession. Five general areas were covered. A sampling of the 
responses from summer 1991 follows: 
1. Could you compare the training you received as an assessee with 
other training experiences you’ve had? 
“Intensive... concentrated. Excellent laboratory situation. I 
pushed myself to see what was possible. I really wanted to get 
something out of it.” 
“Quite valuable experience as training as against other training 
experiences.” 
“Validated what I already knew, and so was not helpful. I never 
have been able to get the job I wanted.” 
“Other workshops are very specific (dialogue, etc.) and do not 
offer as much perspective.” 
“Very quality experience ...intense. I wish I had followed 
through-I wish I had recognized what i t  meant. I needed to be 
kicked in the butt by you people. I wish after about two years, 
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you could have gotten hold of me, run me through the Center 
again, or pushed me a bit. As soon as another Assessment Center 
is opened, I’ll be there.” 
2. Impact of your assessee experience: (a) on your job performance? 
“Helped with interpersonal and in developing an approach at 
meetings.. .and in developing projects.” 
“Confirmed what I knew about myself; so I can’t say that it 
was helpful. The Assessment Center did find that I had problems 
with oral presentations, and I have tried to work on that.” 
“No. Presentation was a good experience, and I have had to 
do things like that. It was helpful.” 
“Yes. I made a career change after the Center. I looked at other 
places after I learned from the AC that i t  was possible.” 
(b) on your career? 
“Yes it did. The results and comments did cause me to think 
I would not catalog here for several more years and then travel 
with my husband.” (She was appointed head librarian of that same 
library six weeks before this telephone interview.) 
“I was thinking of changing careers, and nice to have these 
thoughts of myself validated with Assessment Center. I wanted 
to work with people-but have never been able to get such a 
position.” 
“Changed jobs, but same level. I needed a change in pace.” 
“Regret is the cancer of life. I regret that I did not follow 
through on my Assessment Center experience and learning.” 
3. Ten years later, what is your perspective on the value of your 
Assessment Center experience? 
“Very valuable. Could be to others as well.” 
“I took my Assessment Center profile to my head librarian (large 
University Library) who dismissed the profile with, ‘Noone knows 
how to evaluate.’ I respected him, and agreed. Nice to have personal 
confirmation, however.” 
“My Assessment Center was oriented to large libraries, and I 
work in a one-professional library. It did, however, help me in 
facing new situations. I can’t say it  changed my life. I did correspond 
with the two other assessees I met at the Center, a kind of 
networking. ” 
“Very valuable experience, and ought to be earlier on. If I had 
gone through the Assessment Center experience before I went to 
graduate school, I would not have elected librarianship as a career.” 
4. Further comments: (a) on the CDACL? 
“I know the original purposes-because I was involved in the 
early research workshop in Spokane-was to do something about 
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the status of women in librarianship. But this could be useful 
to people for professional purposes and especially for minorities 
and underutilized groups such as women. Their participation in 
the Assessment Center should help them seek further training.” 
“Very good experience, especially to find that as a female I was 
valued. ” 
(b) on the Status of Women in Librarianship? 
“People are more concerned, but general attitude is blasC Fill 
out the forms and go on with the bureaucracy.” 
“Like the status of women elsewhere-we are losing ground.” 
VISIONOF THE FUTURE 
The various articles in this issue of Library Trends recognize 
and address the need for more and stronger leadership from the 
profession of library and information science. Changes predicted for 
the 1990s depict a society with an increasing, almost desperate, need 
to be informed. The library agency and institution has long carried 
out a responsibility for identifying, selecting, organizing, dis- 
seminating, and stimulating the use of “information” in all its aspects. 
But the need for rapid, almost radical, change in libraries and in 
library and information science demands both better and more 
professional leadership and leaders. It demands all the potential power 
of our profession. 
As Peter Drucker (1989)notes: 
The information-based organization poses new management problems. 
I see as particularly critical: 
Developing rewards, recognition, and career opportunity for 
specialists; 
Creating unified vision in an organization of specialists; 
Devising the management structure for an organization of task forces; 
Ensuring the supply, preparation, and testing of top management 
people. (p. 216) 
While i t  is important to distinguish between management and 
leadership, just as i t  is between management and administration, 
Drucker identifies “the fundamental task of management ...[as]: to 
make people capable of joint performance through common goals, 
common values, the right structure, and the training and development 
they need to perform and to respond to change” (p. 22). It is the 
responsibility of the leader not only to manage, or to see that the 
organization is managed, but also to supply the vision and motivation 
for the individual and the organization. 
The Career Development and Assessment Center for Librarians 
has demonstrated the contribution which individual assessment can 
make to the cadre of current and potential professional leaders. 
Assessment technology long applied to selection and promotion 
HIATT/ASSESSMENT TECHNOLOGY 541 
decisions can further speed the recognition of and development of 
professional leadership. Some contributions of assessment technology 
applied to career development, staff development, supervisory 
training, selection, promotion, and professional education have been 
noted. The application of assessment technology to the profession 
is essential for the profession as well as for the society which it serves. 
The W. K. Kellogg Foundation, the University of Washington 
Graduate School of Library and Information Science, the Washington 
State Library, the Pacific Northwest Library Association, and the 
American Library Association, as well as numerous leaders in the 
field, supported and sponsored the first application of assessment 
technology to career development and to a predominantly female 
profession. Additional funding from the W. K. Kellogg Foundation 
and sponsorship by the American Library Association has made it 
possible to prepare the materials and the experiences from the 
successful Northwest experiment for publication. The publication 
of Assessment Centers forProfessiona2 Library Leadership (1992) will 
put into the hands of professional leaders guidelines for adapting 
the successful Northwest experience. The growing interest and 
support of the application of assessment centers to the library 
profession suggests that these guidelines will be the first step toward 
integrating assessment technology into the profession (by the end 
of 1985, over 100citations to the project had appeared in the literature. 
Many of these can be found in: Heim & Phenix, 1984; Phenix et 
al., 1989). 
The future of assessment technology as a leadership tool in a 
predominantly female profession, such as library and information 
science, may well be assured. Indeed, as the president of the W. K. 
Kellogg Foundation, Robert D. Sparks, wrote in 1987: “It is likely 
that the CDACL model can be implemented across the nation. The 
study should lay groundwork for progress in this direction. It should 
also promote broader application of the model by other professions” 
(W. K. Kellogg Foundation, 1987, p. 9). 
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Training for Leadership 
ANNM. FITZMAURICE 
ABSTRACT 
THETWENTY-FIRST CENTURY will bring change and with that change 
comes challenge. From Fortune 500 companies to human service 
agencies, each organization knows that, in order to survive and thrive, 
they must have competent leaders. By focusing on the field work 
and educational opportunities offered by the Center for Creative 
Leadership, this article explores current market trends and 
organizational practices in the area of leadership development. 
INTRODUCTION 
The path to leadership is a universally theorized and much 
explored topic. Organizations promote their individuality through 
their products or services, but have one important thing in common- 
people. It is this human resource that keeps an organization vital 
and prosperous in any environment-government, business (private 
and public), or educational. In recent years, more organizations have 
realized that corporate potential is very largely dependent on human 
potential. The key for organizations is to cultivate this resource. 
Traditionally, organizations have relied on chance that leaders will 
emerge and take them on to success. In more recent years, 
organizations have focused on nurturing and developing that human 
potential. 
It is predicted that labor shortages in the coming decades will 
make i t  more difficult to find high caliber individuals in sufficient 
numbers. This, coupled with the realities of harder economic times, 
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means that organizations will be relying on existing structures. For 
training development, this means equipping people with more cross- 
functional skills, such as providing technically skilled workers with 
the management techniques they require to lead a work team or 
execute a new project. Increasing the organization’s current resource 
pool through cross training also means cultivating potential leaders 
and recognizing and developing more women and ethnic minorities 
to take on demanding positions. 
Training employees to be better leaders has become a rule rather 
than an exception over the past decade. Development training in 
organizations can take several forms, from week-long courses that 
examine individuals’ strengths and weaknesses as leaders to skill- 
based seminars designed to teach new technology. 
Ralph Frederick, general director of personnel development at 
General Motors, tells of GM’s leadership training program for top 
executives. His company “recognized a need for cultural change”; 
with the use of leadership training programs, individuals are given 
the opportunity “to reflect on and re-examine things that they have 
come to believe about themselves, the organization, and other people” 
(Lee, 1989, p. 21). The in-house program offered by GM focuses on 
communication skills, empowering subordinates, practicing effective 
teamwork, and personal decision making. 
Somewhat similar programs have been implemented by General 
Electric (GE) and IBM. GE trains managers at its center in Ossining, 
New York, through month-long development programs, and other 
programs are held at several field offices. Each year, IBM sends almost 
all of its 42,000 managers for forty hours of general management 
training that focuses on leadership skills. Most also participate in 
“issue-oriented” training programs (Kotter, 1988, p. 150). 
John Kotter of Harvard University has identified several 
supplementary training tools that corporations can use to enhance 
an individual’s professional development: 
new job assignments (promotions or lateral moves); 
0 task force or committee assignments; 
mentoring or coaching from senior executives; 
attendance at meetings outside one’s core responsibility; 
special projects; and 
0 	special development jobs (e.g., executive assistant jobs) (Kotter, 
1988, p. 92). 
These programs represent practices in “big business” in America, 
but leadership development is important in all sectors, public and 
private, for-profit and not-for-profit, large organizations and small. 
Strong leadership is needed as much in the library setting as it is 
in the business setting. 
Education is one area in which leadership training is badly 
needed. Administrators and teachers alike experience frustration as 
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budgets are cut and teachers must take on more responsibility with 
little or no added compensation-e.g., larger classrooms filled with 
children who require individual attention due to physical or mental 
limitations. More often than not, teachers are given new respon- 
sibilities without the training they need to do their job effectively. 
As school districts merge, more principals and superintendents 
become responsible for new areas and more people-both sub-
ordinates and students-in addition to taking on added financial 
responsibilities. 
Unfortunately, formal training for these institutional leaders is 
difficult to acquire due to limited funding. To continue growth in 
the future, organizations must be willing to allocate the financial 
resources needed to develop their human resources. That is one reason 
the Center for Creative Leadership, through a grant from the W. 
K. Kellogg Foundation, offers Dimensions in Leadership-a three-
day program for educators at a subsidized cost. The program, offered 
three times a year at various locations around the country to reduce 
participants’ travel expenses, introduces educators to leadership 
practices they can share with their peers and subordinates. 
BACKGROUND 
Over half a century ago, the son of a drugstore owner came to 
the realization that people are the foundation of a successful business 
and that this essential human resource needs to be nurtured and 
developed. 
In 1905, Lunsford Richardson, a small town pharmacist and 
chemist, took a risk by investing his life savings in a drugstore to 
sell his home remedies. Richardson had developed a product using 
the drug menthol which was foreign to most people in the early 
1900s. He created an ointment base with ingredients that acted like 
a vaporizer when rubbed on the chest to relieve congestion. 
Two years later, H. Smith Richardson, Sr. joined his father’s 
endeavor and became the sales manager. Richardson believed that 
his father should concentrate his business on the one product many 
seemed to use-i.e., Vicks VapoRub. Through his innovative 
marketing, including traveling to the mountains of North Carolina 
and giving out free samples, he greatly expanded his father’s company. 
By the time he became president of the company in 1919, Vick’s 
VapoRub was being sold throughout the United States and had begun 
to expand into the overseas market. 
During his time as president of Vicks, H. Smith Richardson, 
Sr. became increasingly interested in what made a company evolve 
and grow creatively. In 1929, he handed the presidency over to his 
younger brother, Lunsford, in order to pursue his own interest in 
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leadership and creativity. Recognizing that companies were failing 
even in the economically strong years, Richardson tried to understand 
what should be done to keep a company from becoming stagnant 
and from losing its ability to meet the changes and challenges of 
the future. 
In 1933, he wrote a special report to the stockholders of his 
company to share the important findings he had discovered: 
The life curve of a professional man is also the life curve of the business 
executive, and what is true of one man holds true for a group of men. 
The stronger the man, the less likely he is to feel the need of new blood 
under him. No man recognizes old age in himself, and even his best 
friend won’t tell him. By old age we do not mean physical or mental 
deterioration ...not at all. We mean the lack of ability to create new ideas 
conforming to changed conditions. From a corporate standpoint, the 
danger is that the management group-presumably for many years 
aggressive and successful-gradually and insensibly to themselves, loses 
the ability to recognize and adjust themselves to new and changing 
conditions in that business. (Richardson, 1980, p. 4) 
He concluded that, to maintain the power of an organization, 
senior management must “find and train an adequate number of 
outstanding young people each year, develop ways to evaluate them 
fairly and impartially, and promote those who have potential to 
positions of constantly increasing responsibility” (Richardson, 
1980, p. 4). 
Richardson was an innovator in promoting the belief that 
leadership is not necessarily an innate quality with which one is 
born but rather, that leadership is cultivated through participative 
developmental activities. This cultivation would both enhance the 
individual and give the organization the ability to grow and prosper. 
In the early 1930s, The Vick’s Chemical Corporation developed 
a post-graduate course for college seniors called the Vick School of 
Applied Merchandising. For a period of eighteen months, students 
practiced and studied salesmanship, advertising, and marketing. This 
produced knowledgeable and energetic managers and reinforced 
Richardson’s belief that creativity needed to be cultivated. In 1935, 
he set up the Richardson Foundation, renamed the Smith Richardson 
Foundation in 1968, to concentrate on the development of leadership 
and creativity. 
Richardson’s son, H. Smith Richardson, Jr., following in his 
father’s footsteps, also interested himself in management and 
leadership research. 
This strong family interest eventually led the trustees of the Vick’s 
Chemical Corporation to pass a resolution in 1963 stating: “That 
the field of creativity be the major operating project of the 
[Richardson] foundation” (Richardson, 1980, p. 7). 
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The foundation, from which the Center for Creative Leadership 
was established in 1970, adopted an ambitious mission-to encourage 
and develop creative leadership for the overall good of society. 
Through the years, the center has maintained a high standard of 
excellence in adapting the theories and ideas of the behavioral sciences 
to the practical concerns of managers and leaders in all business 
applications. 
THECENTER’SFocus AND PROGRAMS 
As the only research-based facility of its kind, the center continues 
to maintain its niche by constantly challenging itself to answer 
encompassing questions relating to how managers learn, grow, and 
change; how leaders select and nurture successors; how the complexity 
of organizational success relies upon the daily activities of leaders 
throughout all levels of the company; and how climates of innovation 
and creativity can be successfully encouraged within all types of 
organizations. Although the topics of creativity and leadership are 
broad and complex, i t  is the center’s belief that its research efforts 
provide the knowledge and skill needed to allow leaders, managers, 
and organizations to adapt to ever-changing conditions. 
The center’s research efforts help shed light on the concept and 
practice of management and leadership in order to provide effective 
management training to organizations. Currently the center has 
twenty-two separate, although overlapping, research projects. 
Throughout all the projects, a common strategy remains-asking 
questions that may take years to answer; encouraging a diversity of 
projects; using rich resources that the center has to offer through 
the thousands of managers that come to the center each year; seeking 
external sponsorship for early testing to see if a project has merit; 
and peer criticism from members of the educational and scholarly 
community. 
This strategy influences the center’s research focus which has 
evolved to include five autonomous, yet interrelated, areas of research: 
Education and Nonprofit Sector which addresses leadership issues 
in educational, nonprofit, and service industry settings. 
Leadership Development which examines general experiences that 
have been found to be critical for effective leadership. 
0 Leadership Technologies which offer cutting edge technology to 
assess the development of leaders and their experiences. 
0 Innovation and Creativity which explores the opportunities within 
organizations to be more creative. 
0 	Leadershi@ Diversity which investigates the challenges that 
traditional corporations face in utilizing women and ethnic 
minorities as potential leaders in their organizations. 
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The center also produces publications as an outlet for staff to 
share their findings on management development and training. These 
reports focus on leadership, executive and managerial development, 
individual and organizational creativity, and human resource systems. 
A combination of theoretical, empirical, and practical articles is used 
to reach human resource professionals, organizational leaders, and 
managers. It is through these publications that the center continues 
to shape the future of leadership research and practice. 
The field of leadership presents constant challenge. We still lack 
definitive answers to such questions as: Where do leaders come from? 
Are they born that way? Can they be made? 
In the 1930s and the 1940s, research by psychologists on the subject 
of leadership looked for the common traits that made up  successful 
leaders, including both personality and intellectual qualities. Those 
who were thought to possess key traits could then participate in 
leadership programs to concentrate and improve upon these selected 
traits. This suggested that the ability to lead was inherent and that 
leadership training would only benefit those who seem to possess 
the selected traits. The trait theory has changed over the years, and 
some researchers have failed to find “one personality trait or set of 
qualities that [could] be used to discriminate leaders from nonleaders” 
(Jennings, 1961, p. 2). 
Today the more popularly held belief is that leaders can be 
developed. According to several well-known researchers in the 
leadership training field, i t  is not only possible to develop leaders, 
it is necessary. Morgan W. McCall, a senior research scientist at the 
Center for Leadership, maintains that: “Leadership is not a mystical 
thing-it consists of skills that can be practiced and improved upon” 
(Lee, 1989, p. 19). In the library field, the need to develop leaders, 
and the ability to do so, has also been recognized. For example, 
Albritton and Shaughnessy (1990, p. 32) have pointed out that: 
“Qualities of leadership, especially in democratic institutions, can 
and should be developed. Leadership should exist not only at the 
top, but at all levels if an institution is to thrive. In professions, 
especially, there should be no hierarchical approach to leadership. 
All should be leaders.” 
The center holds fast to its founder’s belief that leaders are not 
born but made. Early years focused on the question of what makes 
a good leader. More recently the emphasis has changed-to an 
examination of the leader or potential leader in  his or her 
environment, including organizational climate, peers, subordinates, 
bosses, and work challenges. This change in emphasis is in agreement 
with Hersey and Blanchard’s (1982) conclusions about an indvidual’s 
capability to become a more effective leader: 
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With this emphasis on behavior and the environment, more en-
couragement is given to the training of individuals in adapting styles 
of leader behavior to varying situations. Therefore, it is believed that 
more people can increase their effectiveness in leadership roles through 
education, training, and development. (p. 84) 
It is believed that anyone can learn to lead if given the right 
tools and skills. Organizations that provide their people with 
opportunities to develop their potential are organizations that 
succeed. As Ghiselin (1990) points out, “The way to find good leaders 
is to give them the opportunity to be leaders” (p. 5). Training facilities 
allow individuals to focus not only on their weaknesses but also on 
their strengths. But training is never a guaranteed success: participants 
must want to become better leaders and more productive and satisfied 
individuals. 
In 1973, the Center for Creative Leadership took its pioneering 
program into the marketplace as the Leadership Development 
Program (LDP). It would become the basis for many later research 
and training projects. 
The  Leadership Development Program began as an  en-
compassing, exhaustive program with a battery of tests that took 
many hours to score and long-winded classroom work that often 
took months to finish. After each run of the program, researchers 
would convene to assess their own work. From the very beginning 
of the program, the belief of the scientists was: 
that participants, for the most part, have the necessary skills to put 
into action almost any set of behaviors that they choose. The question 
then was: What set will they choose? Our goal is to generate as much 
useful information as we can for participants about their behavior in 
relevant organizational contexts and to help them use this information 
to make important decisions within the constellation of values which 
is embedded in the course. (Sternhergh, 1990, p. 2) 
The Leadership Development Program gradually evolved in to 
a more compact, manageable, and comprehensive program, focusing 
on basic principles. The program also broadened its scope to include 
participants from outside the American corporate setting-from the 
military, the legislative sector, and the education sector, including 
participants from outside the United States. 
LEADERSHIP FOR WOMENO PORTUNITIES
AND OTHERMINORITYGROUPS 
The center began investigating the progression of women into 
the workforce as part of a study to see if nontraditional managers 
had unique qualities to offer organizations. Data collected from 
studies done on managerial and executive women showed that many 
women were being hired by large corporations but few were promoted. 
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This correlated with the fact that few women were participants in 
development training courses. As research continued, it led to the 
first all female program at the center which was called the Executive 
Women Workshop. Topics are similar to those discussed in the 
Leadership Development Program, but other subjects unique to 
women are explored and discussed. This program is not intended 
to further segregate groups of people, but instead gives those groups 
with common circumstances a chance to communicate and collaborate 
on topics relevant to them. 
Research also found that some gender differences do exist in 
leadership learning experiences. Women are more likely to recognize 
personal limits, take advantage of opportunities, take charge of their 
careers, and know what aspects of their jobs excite or are valuable 
to their careers (Van Velsor & Hughes, 1990). 
Currently the center is also exploring the challenges presented 
by incorporating groups of people who are not treated equally for 
various reasons in to the leadership ranks of corporations. This 
research is timely as forecasters look at what requirements 
organizations will need to succeed in the coming century. 
THEFUTURE RESEARCHOF LEADERSHIP 
Because of technological advances and the expanding work 
environment (e.g., interactions with businesses abroad), a need arose 
to study further the training that managers of the next decade would 
require to lead themselves and others successfully into the future. 
After examining other relevant studies concerning how executives 
learn, grow, and change, researchers from the center interviewed 
managers from 300 top organizations in the United States to identify 
the concerns facing corporations of the 1990s. Three major concerns 
were identified: 
managing rapid and substantive change; 
0 dealing with diversity of people and views; and 
0 learning how to think globally. 
To address these concerns, it was concluded that a new program 
should be designed to be: “situation-focused, personally tailored, 
teach skills that deal with the current complexity of leader’s tasks, 
and lead to lasting behavioral change” (Burnside & Guthrie, 1991, 
pp. 2-3).In 1990, LeaderLab was introduced as a progam to encourage 
and enable participants, who already had a feel for their strengths 
and weaknesses, to lead more effectively in their individual situations. 
To develop such an encompassing program, it was necessary to 
focus on the issues facing the leaders of the future rather than 
exclusively resting on past assumptions. It was also crucial to practice 
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a holistic approach in cultivating a participant’s viability. While most 
programs focused primarily on the intellect, LeaderLab was 
specifically tailored to make participants aware of the aspects which 
make them who they are-i.e., the head, the heart, even the feet. 
This approach assisted participants in attaining the goal of the 
program which is “to encourage and enable leaders to take more 
effective actions in their situations” (Burnside 8c Guthrie, 1991). The 
components that were developed teach skills incorporating the whole 
human being and avoid focusing on one-dimensional intellectual 
exercises. 
LeaderLab is not a “quick fix-it” solution for poor leaders. A 
leader who is having difficulties can be assisted by one week programs 
to deal with immediate conflicts; for the skills learned from these 
programs to work in future situations, however, the participant must 
actively remember the skills and practice them. In LeaderLab, the 
overall goal is to take leaders who are aware of their strengths and 
weaknesses and achieve a lasting behavioral change. What makes 
the program unique is that it works with participants over a six- 
month period. It is a two-session program. Between the sessions, 
and after they leave the program, participants keep in touch with 
a process advisor who encourages them to continue to make changes 
that will have positive and lasting effects. 
As the program develops, researchers and designers of the 
program continue to learn what behaviors can help a participant 
become a better leader and what situations of the future will challenge 
the leaders of today. The major objective of every center training 
program is for the individual to change incrementally and 
substantially. The ultimate objective of the center’s research is to 
help the training programs produce that change. 
More information about the Center for Creative Leadership and 
its training, research, or publication offerings can be obtained by 
writing or calling P.O. Box 26300, Greensboro, NC 27438-6300, phone 
919/288-7210, FAX 919/288-3999. 
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Infoethics for Leaders: Models of Moral Agency 
in the Information Environment 
MARTHA MONTAGUE SMITH 
ABSTRACT 
INFOETHICS,THE ETHICS OF information systems, can offer insights 
and methods to understand the problems which leaders in the 
information professions face. As moral agents (ethical selves) who 
assume responsibility in their personal, private, professional, and 
public lives, information professionals balance conflicting loyalties. 
In the workplace, they negotiate between the ideals and realities of 
their institutions and of the profession in making decisions. In the 
global information environment, leaders will be needed to use the 
tools of ethical analysis for shaping policy. 
INTRODUCTION 
In the title story of The Abzlene Paradox, the author Jerry Harvey 
(1988), his wife, his mother-in-law, and his father-in-law go toAbilene, 
Texas, one hot July afternoon “in an unairconditioned 1958 Buick” 
(p. 13). They discover later that none of them had wanted to go. 
Why then did they go to Abilene? They went because they 
misunderstood each other. All had wanted to stay home, but they 
had not communicated their desires honestly. This story illustrates 
the problem of managing agreement in organizational life. Harvey 
says that agreement is much harder to manage than conflict because 
most people fear revealing their real opinions if they think that their 
views are contrary to those of the prevailing group. Too often, 
according to Harvey, members of “organizations fail to accurately 
communicate their desires and/or beliefs to one another” and thus 
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there is a “misperceiving of the collective reality.” In private, members 
may actually agree on the solution to a certain problem, but this 
is not communicated effectively (p. 16). 
Harvey’s story provides an appropriate introduction to the 
present discussion of ethics and leadership. Here i t  will be suggested 
that ethics offers traditions of analysis and methods which leaders 
can use in facing an uncertain future. The need to question 
assumptions and the shaping of intellectual tools for approaching 
controversial issues are both part of the rich heritage of ethics. In 
the past fifty years, for example, ethicists have confronted challenging 
new issues in medicine. More recently. the environment has become 
an arena for ethical inquiry. So too will the future of information 
and those who manage information resources be proper subjects for 
ethical analysis. 
Ethics raises the questions of what is good and what is just. 
Ethical analysis is designed for weighing competing factors. What 
is the best of the good? What is the worst of the bad? Ethical inquiry 
presses to the principles and foundations of both agreement and 
conflict. What are the goals? How are ends related to means? Applied 
ethics, such as bioethics or environmental ethics, moves these 
questions into the private and public arenas. Issues such as the right 
of an individual to refuse medical treatment or a company’s 
responsibility to clean up  an environmental pollutant illustrate the 
role of applied ethics in society. Similarly, as information has become 
a recognized commodity and source of power (Toffler, 1990), the need 
to address information issues, such as access and privacy, in a 
systematic way has been acknowledged by many. Thus, the following 
are some of the questions which may be posed: 
1. What are the big questions concerning information? What is the 
relationship between information and the good of society? What 
is the relationship between information and justice? Who will 
decide the future of information? 
2. 	What should be the relationship between the many information 
professions and the public consumers of information? Is a new 
megaprofessional code needed? Perhaps a new government 
information agency is needed? 
3. 	How are codes and other statements of purpose and policy to be 
used in ethical inquiry and to address problems (Lindsey & Prentice 
1985; Finks, 1991)? 
4. How shall professionals be prepared and sustained to ask the big 
questions about options for the future (White, 1989)? 
5. What sources can be used and what research can be encouraged 
to offer insights into these matters (Ellul, 1964, 1990; Florman, 
1981)? 
6. Is 	i t  appropriate for information professionals to raise these 
questions in public forums (Doctor, 1991)? 
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That leaders in libraries and information services must be participants 
in planning for the future by asking such hard questions is the burden 
of this article. It is assumed that a better understanding of the field 
of ethics can help leaders ask better questions and make the best 
decisions. Ethics, for the purpose of this discussion, does not refer 
to codes or to a particular morality but to a discipline of study and 
a process of reflection which leads to the clarification of assumptions 
and alternatives. The pursuit of ethical understanding, especially in 
applied areas, of ten calls for multidisciplinary approaches. One 
example of this is found in programs of science, technology, and 
society (Cutcliffe, 1983; Reynolds, 1987) where engineers, physicists, 
theologians, and policy analysts work together. Ethical concerns in 
library and information science (Brown, 1990) have been diverse and 
include issues of censorship (Demac, 1988), threats to privacy 
(Gerhardt, 1990), reference service (Hardy, 1990), vendor relations 
(Sugnet, 1986), questions of equity (Doctor, 1991), and access to 
government information (Schmidt, 1989). Hard issues, such as 
defining areas of responsibility for electronic technologies (Jonas, 
1984) and defining freedom in a new environment (Pool, 1983), have 
also been topics for ethical inquiry. All these areas are relevant to 
current discussions of democracy, literacy, and productivity-the 
theme areas for the 1991 White House Conference on Information 
and Library Service. 
The field of ethics offers a variety of frameworks for examining 
information technology in relation to the future of humanity 
(Iannone, 1987). Diverse philosophical traditions, including the 
contributions of Bacon, Hume, Marx, Heidegger, Whitehead, and 
others, have been explored in recent scholarship (Ferr, 1988). The 
many approaches provide no easy answers. Increasing activity in the 
philosophy and ethics of technology, however, suggests broad interest 
in these issues (Kranzberg, 1980; Durbin, 1987; Ihde, 1990). 
The term infoethics is used here to unite under one term a wide 
variety of concerns. Like bioethics, which considers ethical issues 
and living systems, infoethics examines ethical issues and information 
systems. As, for example, bioethics addresses genetic engineering, 
infoethics addresses the engineering of information systems as these 
systems influence individual welfare and the public good. Like 
bioethics, which moves beyond medical ethics and the professional 
ethics of doctors and nurses, infoethics includes, but is not confined 
to, the professional ethics of librarians, information specialists, and 
those in related fields. Infoethics encompasses computer ethics 
(Johnson, 1985), media ethics (Christians, 1987), library ethics 
(Hauptman, 1988), and networking ethics (Gould, 1989). To 
summarize, infoethics addresses the use of information in relation 
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to human values. Who should control information? What is 
information justice? Is there a citizen’s right to know? How are 
conflicting claims of personal privacy and public health to be 
mediated? Just as health professionals have a responsibility to 
participate in such debates, information professionals must also 
become involved. 
MODELSOF MORALAGENCY 
The models presented here illustrate one way to understand the 
various roles which information professionals play. They present the 
individual and the organization as parts of a larger information 
environment. The purpose of these models is to show that each 
individual is a moral agent. The models highlight aspects of loyalty 
and show that both individuals and groups negotiate among several 
spheres of experience. A brief overview of the models begins with 
Model 1-The Ethical Self (see Figure l ) ,  which describes the 
information professional as a moral agent who has a variety of 
experiences which influence behavior and decision making. Model 
2 (see Figure 2) focuses on the loyalties of the information professional 
on the job. Model 3 (see Figure 3) explores the relationship between 
ideals and realities in the working world. Finally, Model 4 (see Figure 
4)shows the ethical self and the professional within the larger context 
of the information environment and the place of infoethics within 
this infosphere. 
These models, therefore, demonstrate the complex roles of the 
professional at various levels, including public policy making (Kelly, 
1990). Again, information professionals share with medical and other 
professionals the potential for conflicting loyalties. For example, in 
debates over abortion or the right to die, physicians and other medical 
professionals are also citizens, parents, and mortal human beings. 
Their expertise is needed, but they cannot be disinterested parties 
as they contribute to public debates. In addition, experts must be 
accountable to the public without sacrificing too greatly their 
responsibilities to their professions (Kultgen, 1988; Bayles, 1989). 
Information professionals’ role in shaping policy may be an even 
more complex issue. Many more people in society claim expertise 
about libraries, education, or information. Others have money and 
power at stake in the controversies about access and control of 
information. 
LIBRARIANS PROFESSIONALSAND INFORMATION 
AS MORALAGENTS 
As defined here, all information professionals are moral agents 
who think, make decisions, and act according to their self-
understanding, which includes personal, private, professional, and 
public dimensions. Robert Coles (1986), the Harvard child 
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psychiatrist, argues for an awareness of the moral life of the 
professional. To illustrate, he recalls his experience as a medical 
student in analysis. Regularly, young Coles would go to the plain, 
sparsely furnished office of his analyst, who believed in a value-free, 
artifact-free setting, designed not to distract patients from their 
problems or give them any hints about the personality of the analyst. 
However, the office was located in the midst of expensive real-estate 
and was itself in a lavish high-rise apartment complex. Coles uses 
this example to explain why he disputes “the notion that our personal 
values, our moral ideals and ethical standards occupy a separate 
realm” (p. 38). Many others, from Harlan Cleveland (1985, 1986) and 
Robert K. Greenleaf (1977) to Max Depree (1989) and John Heider 
(1986), suggest that leaders are those whose own values, beliefs, and 
loyalties can be effectively translated into institutional form. 
Figure 1. The ethical self 
One way to describe these beliefs, values, and loyalties is presented 
in the model of The Ethical Self (see Figure 1). This model was 
influenced initially by Ulric Neisser’s analysis of the self and more 
recently by Joseph Margolis’s (1989) description of the Technological 
Self. Neisser (1989) describes “five different kinds of information on 
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Figure 2. Loyaltiesof the information professional 
which self-knowledge is based.” Neisser’s view of self-knowledge 
includes: (1) “the ecological self, which is the self that we know 
through direct perception”; (2)“the interpersonal self, which we know 
through the immediate interactions we have with other people”; 
(3) “the extended self that we know as a result of information stored 
in memory about what we have done and expect to do”; (4) “the 
private self, which we know by virtue of internal mental experiences 
that no one else shares”; and (5) “the conceptual self, which is the 
self that we have concepts and theories about” (pp. 1-2). 
In Model 1 (see Figure l), the Ethical Self has four aspects- 
the personal, the private, the professional, and the public. The four 
aspects function together. The triangle of the Ethical Self fits into 
the larger world, represented by the circle (see Figure 4), which for 
this discussion represents the information environment but also 
indicates that the self functions within the much larger world. Thus 
Model 1 illustrates the four major areas of experience from which 
values arise. Harmony and congruence among the four areas is the 
ideal. However, in facing most decisions, persons must negotiate 
among conflicting claims. In a time of rapid change, the individual 
may have special difficulty maintaining the balance among the four 
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Figure 3. Levels of ethical orientation 
parts. The individual must act as a unit, negotiating among the parts. 
The resulting psychic conflicts and how they are resolved would be 
a good starting point for further study. The concern here, however, 
is to provide a model which can be used by information professionals 
to help them understand why some conflicts arise and to suggest 
resolutions through discussion and compromise among ethical selves. 
As Personal Self, the self experiences the world as a person of 
a certain age and gender, with certain likes, dislikes, and feelings. 
As the Private Self, each person knows the world through relationships 
and affiliations with family, friends, clubs, and support networks. 
As the Professional Self, a person identifies with the profession, its 
values and goals, and learns about the self in a professional group 
from the reactions of others. As the Public Self, each individual is 
a member of many public communities-the town or city, the state, 
and nation. Thus the individual occupies a place within the larger 
community, as, for example, a patron of the arts or sports enthusiast. 
As an ethical self who exerts moral agency through each of these 
dimensions of experience, the information professional will inevitably 
face conflicts. Model 2 (see Figure 2) illustrates in more detail the 
conflicting allegiances of the Professional Self. 
560 LIBRARY TRENDWWINTER 1992 
Figure 4. Ethical selves in the global information environment 
THEPROFESSIONALETHICALSELF: 
CONFLICTINGLOYALTIES 
Model 2 (see Figure 2) illustrates the multiple loyalties of the 
professional person: 
1. Loyalty to Self-to personal integrity, to job security, to personal 
responsibilities, to social responsibilities defined by the individual. 
2. 	Loyalty to ClientslPatrons-to clients’ information and general 
welfare, to freedom of access, to patrons’ privacy, to serving patrons’ 
needs. 
3. 	Loyalty to the Profession-to maintain professional standards of 
service, to promote the good of the profession as a whole by working 
to raise the status within society, to raise the awareness of the 
public to issues identified by the profession. 
4. Loyalty to the Employing Institution-to uphold the goals and 
priorities of the institution, to honor contract obligations, to 
promote the good of the organization through loyalty to colleagues 
and administration. 
Figure 2 then presents a model of the multiple loyalties of the 
person as an Information Professional. Again the triangle is divided 
into four parts, each impinging upon the others. This model was 
developed from reflection on The Potter Box (see Figure 5 ) presented 
SMITH/INFOETHICS FOR LEADERS 561 
by Clifford Christians and others (1987)in Media Ethics. Originated 
by Ralph Potter of the Harvard Divinity School and named by Karen 
Lebacqz of the Pacific School of Religion, the box was created and 
has been elaborated to define “four dimensions of moral analysis” 
and serve as an “aid ...in locating those places where most 
misunderstandings occur” (p. 3). This method of analysis also moves 
the person through the decision-making process even if the decision 
must be reassessed and the four steps taken again. The Potter Box 
includes four steps: (1)defining the problem, (2) identifying the values 
at stake, (3)considering the ethical principles involved, and (4)defining 
and prioritizing loyalties and reaching a decision (pp. 3-7). 
Feedback
* 
Particular Judgment 
or Policv 
t 
Empirical Definition 
Identifying Values Principle 
Figure 5. The Potter Box.Source: Media Ethics: Cases and Moral Reasoning 
(3d ed.) by Clifford G. Christians, Kim B. Rotzoll, Mark Fackler. @ 1991 
by Longman Publishing Group. Reprinted with permission from Longman 
Publishing Group. 
Definition I Loyalties 
Figure 6. The Potter Box analysis. Source: Media Ethics: Cases and Moral 
Reasoning (3d ed.) by Clifford G. Christians, Kim B. Rotzoll, Mark Fackler. 
@ 1991 by Longman Publishing Group. Reprinted with permission from 
Longman Publishing Group. 
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Of particular usefulness in defining Model 2 (see Figure 2) is 
step 4 of the Potter Box analysis. For example, i f  a librarian is asked 
by a city official to monitor circulation records to aid in the 
investigation of illegal manufacturing of drugs, then steps 1, 2, and 
3 of the Potter Box analysis can be quickly covered. The problem, 
the values, and the principles are quite familiar to most librarians. 
However, which loyalty will have priority? To the employing 
institution? Could the librarian lose the job? To the patron? TO 
professional standards which defend the privacy of patron records? 
To the librarian himself or herself who is a citizen of the community 
and therefore potentially harmed by drug activity and also by 
unchallenged police policies? Model 2 and the Potter Box make clear 
the challenges of analysis and the necessity of discussion and debate 
(Hauptman, 1988). 
In summary, the models in figures 1 and 2 suggest that the 
processes of decision making are complex, involving the whole person, 
and resulting from combining the wisdom of the past, knowledge 
about the present, and a realistic assessment of the self and others 
with balancing of loyalties. With the notion of the Ethical Self as 
Professional, the role of professional ethics and of statements which 
have long defined the commitments of the field are placed in the 
larger context of the total environment of decisions and meaning. 
If indeed ethical selves are guided by personal, private, or public 
experiences and by loyalties to self, clients, and the employing 
institution, the role of professional ethics may appear to be smaller 
than when it  is considered the main guiding force of the profession. 
However, as has been argued here, the best leaders may be those 
who act out of the totality of their experience and also encourage 
others to do so. Thus, the challenge for the future would be to help 
potential leaders integrate professional ethics into their ethical self- 
concepts. This means that the profession should welcome persons 
with diverse backgrounds and strengths and should encourage efforts 
to present the claims of professional ethics in a way that encourages 
involvement with the issues and an openness to debate and even 
disagreements. The aim, then, is not to create clones but to nurture 
thinking, judgment, and integrity (Daniel, 1986). These leaders of 
the future would have knowledge and skill to enter persuasively into 
dialogues both within institutions and in the public arena. 
LEVELS IN THE WORKPLACEOF ETHICALORIENTATION 
Model 3 (see Figure 3) describes possible relationships among 
various ethical selves in the workplace by defining five levels of ethical 
orientation. These levels of orientation focus on the interplay between 
the goals of the organization, such as those found in mission 
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statements or codes of ethics, and the realities of working life. Figure 
3 is intended to be a very practical model which shows how vision 
statements and codes may become inoperative especially in uncertain 
times. It also shows how the value systems of individuals interact 
within the organization or profession. Like the models in figures 
1 and 2, Model 3 (see Figure 3) offers a framework to consider how 
and why decisions are made and why there may be tensions within 
an organization or a profession. It also explains why there are so 
many different interpretations of goals and why mission statements 
or codes of conduct may need to be rethought and rearticulated as 
institutional life changes. The description of all five levels of Ethical 
Orientation follows. 
Level 5-Zdeal Ethics. Highest goals and aspirations of a group or 
of an individual-e.g., codes, mission statements, company goals 
and purpose statements; harmony at all levels; values affirmed by 
larger society. For example, many official statements and 
community policies address censorship issues. Librarians are 
expected to oppose censorship and most of ten receive professional 
support and general societal affirmation for doing so. 
Level 4-Practical Working Ethics. Not as grand as ideal ethics but 
consistent with high aspirations; institutional objectives and 
personal/professional goals are mutually supportive; practical 
orientation-can withstand the stresses of the workplace and the 
complexities of a changing environment; flexibility and 
adaptability. For example, although librarians fight censorship and 
defend the patron’s right to read, a librarian uses judgment both 
in selection and in promotion of materials. Influenced by 
community standards and personal beliefs, librarians can exert 
much influence in the selection and promotion process and may 
not balance collections appropriately. If personal factors impinge 
too greatly, i t  could be called “self-censorship” and be seen as 
contrary to professional ethics. 
Level 3-Pressure Ethics. Internal or external pressure begins to 
separate the institutional or professional purposes from the goals 
of the people on the job; loyalty to institution/profession remains 
but is strained-e.g., potential layoffs, changes in ownership or 
management, introduction of new technologies. Temporary 
conflict between personal and professional or institutional values, 
such as a personal crisis like a divorce or family illness with which 
the organization is unable to cope. For example, if severe budget 
pressure brought unusual scrutiny to each item purchased, then 
librarians might be much more reluctant to purchase controversial 
materials even if they were personally and professionally certain 
of its appropriateness for their patrons. 
Level 2-Subversive Ethics. A large or small group of people uphold 
what they perceive to be worthy goals for the profession or 
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institution by working outside the system of stated or perceived 
goals. For example, librarians in charge of collection development 
order gay and Lesbian materials suggested by patrons but against 
an unwritten but clear system policy against ordering materials 
for controversial groups. Or, for example, circulation librarians 
erase disks “by mistake” after they hear informally that the FBI 
will order their records to be surrendered. 
Level 1-Survival Ethics. In situations when institutional demands 
conflict with the basic requirements for employee safety and 
security or even integrity, individuals may isolate themselves from 
others in the institution or profession. If the situation worsens, 
employees will begin to leave or to become detached from the 
work, from clients, and from colleagues. For example, if librarians 
were asked to staff a branch library in a dangerous location and 
they believed that their requests for security personnel were not 
answered, they might look for other employment. In the meantime, 
they might come to work armed or keep the doors locked to the 
building rather than offering service to clients. Or librarians might 
organize themselves to protest long hours sitting in front of 
computer terminals because they fear the health risks. 
In each of these cases, there are important values at stake and 
complex ethical issues to discuss. Each level upholds justifiable values. 
The tensions between level 5 and the others arise out of real situations 
in the workplace and can be the source of productive negotiation. 
Model 3 follows the structure of Abraham Maslow’s (1954) well-
known hierarchy of needs and also reflects the influence of Michael 
Maccoby’s value drives. Maslow’s hierarchy includes: (5) self-
actualization needs; (4)esteem needs; (3)  social needs; (2)safety needs; 
and (1) physiological needs. These are all important needs, and to 
Maslow, fulfillment of the higher needs usually depends upon the 
satisfaction of the lower needs. 
Maccoby (1988) lists these eight value drives-meaning, dignity, 
play, mastery, information, pleasure, relatedness, and survival. Like 
Maslow, Maccoby holds that all the needs are important. Model 3 
suggests that, in order to assure that codes and other statements of 
purpose are effective in institutions or professions, a variety of needs 
must be considered. Maccoby’s list, Maslow’s hierarchy, and Model 
3 are not intended to oversimplify the behavior of the individual 
or the group. Rather they are designed to promote reflection on the 
relationships among the values and motivations which influence the 
achievement of the highest goals for all-i.e., institutions, professions, 
and individuals. In particular, Model 3 suggests that codes and similar 
documents are important but must continually be articulated and 
interpreted in light of changing conditions and experiences. 
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ETHICALSELVESIN THE GLOBAL 
INFORMATIONENVIRONMENT 
Finally, as librarians and other information professionals 
understand themselves as moral agen ts-as ethical selves-working 
in complex environments, they can indeed expect to influence policy 
making both within and outside their organizations. As they perceive 
themselves as members of the larger information environment or 
infosphere, they will need to negotiate among competing interests 
and to assert their professional expertise in a constructive and forceful 
manner. 
In the future, will these professionals be regulated from the top 
by a megaprofessional organization such as a combination of ALA, 
ASIS, and others? Probably not. The diversity of the issues suggests 
a much more fluid model, with competing and cooperating groups 
seeking to build consensus among diverse interest groups. With 
rigorous education in the traditions of librarianship and in the 
complexities of the information environment, ethical selves as 
information professionals should be well prepared to examine 
conflicting claims and balance complex objectives. Knowing that the 
good and the beautiful may appear in many forms to many people 
and that justice is an elusive goal, the professional of the future 
may need imagination as well as analysis. Already rich resources 
are appearing to stimulate debate and to encourage librarians 
(Lancaster, 1991), computer specialists (Forester, 1990), and other 
information professionals (Mintz, 1990) to join in the discussions. 
In closing, the work of Robert Coles (1989) again provides insight. 
This time Coles makes the case for using fiction in teaching ethics 
in professional education. For example, Coles uses the novels of 
Charles Dickens with law students, the poetry of William Carlos 
Williams with physicians, and writers like Walker Percy and Flannery 
O’Connor with others. Fiction, for Coles, frees the mind and the 
heart so that students can identify with others and with their own 
inner selves. In this way, they learn to raise unanswerable questions 
and to struggle with meaning beyond the bottom line. Coles’s work 
suggests that those who aspire to be leaders or to prepare leaders 
for libraries and the information field might do well to sink deeply 
into poetry, novels, and short stories and to ponder quietly before 
moving on to action. Just as the ethical heritage can contribute to 
current understanding, so too can the literary heritage (Booth, 1988; 
Gardner, 1978). These ideas were embodied not long ago in a speech 
by a young professor from Africa who came to this country to prepare 
himself to be an international spokesperson for librarianship. His 
father, a tribal storyteller who could not read, kept books in many 
languages in his home for the children (Abdullahi, 1989). In this 
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setting, linking past and present, a future leader was nurtured. The 
books in many languages pointed this young man toward a future 
which continues to unfold. They are treasures and so, too, is he. 
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